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ABSTRACT 
This thesis deepens our understanding of the institutional and organisational 
changes, which are taking place in the scientific and cultural public sector 
organisations, regarding their efforts to adopt performance management 
practices in the broader climate of increasing external demands of 
accountability and transparency. Using institutional theory as the main 
theoretical lens and an inductive approach, data is collected and analysed 
from an in-depth case study spanning four years in one scientific and 
cultural organisation and from a survey of the field such organisations are 
embedded in. At the field level, scientific and cultural organisations are 
embedded in multiple institutional logics (e.g. professional, 
governance/performance, managerial). Findings reveal the micro processes 
and dynamics of management accounting and institutional changes and how 
the power shift both results from and propel such changes.  
Apart from the emphasis on institutional multiplicity as key to 
understanding the change process, attention is paid to how institutional 
entrepreneurs use visual framing with accounting inscriptions to promote 
changes, how emotional factors and the role of specialist work groups 
contribute to institutional change. Thus, the thesis, as a whole, provides 
practical insights into this special type of organisations and their 
performance management practices. Theoretical contributions are made 
towards the micro foundations of institutional theory and interpretive 
accounting research with visual and emotional elements. Implications for 
practitioner and policymaking are also explored. 
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LAY SUMMARY 
This thesis examines institutional and management accounting changes in 
the field of scientific and cultural organisations in the Scottish public sector 
using both in depth case study as well as field survey to obtain a 
comprehensive and multi-level view of the causes, processes, dynamics and 
consequences of such changes. This study deepens our understanding of 
reasons behind public sector professionals’ resistance. Some factors are 
found to be significant, such as nature of organisations (the institutional field 
they are in), the conflicts between different values and belief systems 
(institutional logics), power of visual framing by institutional entrepreneurs 
and emotional processes in contributing to (the lack of) changes.  This thesis 
thus makes contributions to institutional theory, public sector management 
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CHAPTER 1. INTRODUCTION 
 
This chapter sets out the background, the nature and scope of the empirical 
investigation developed in the rest of the thesis. First section provides the 
background of the study; this is followed by a description of the research 
questions; the final section outlines the structure of the thesis.  
1.1 Background of the Study 
For Weber, the peculiarity of modern cultural derives largely from its 
calculability (Weber 1968). Countless measures and rankings permeate most 
aspects of modern life and incommensurable qualities are reduced and 
represented by measures and numbers. For example, hotels and restaurants 
can be reviewed and ranked, by professionals (Karpik 2010) or lay people 
(Jeacle & Carter 2011). Law schools which are diverse in many ways can be 
put on one list (Espeland & Sauder 2007). Even cities can be put on a scale 
and made to compete (Kornberger & Carter 2010). To achieve this, diverse 
and unique entities are grouped together and put into comparison (Karpik 
2010). Although controversial and consequential (Espeland & Sauder 2007), 
these measures are often argued to facilitate decision making (Blank 2007; 
Karpik 2010).This trend has become so pervasive that scholars have coined 
the expressions such as ‘audit explosion’ in an ‘audit society’ (Power 1994; 
Power 1997) , ‘a tsunami of accountability and transparency’ (Caron & Gely 
2004, p1553) and ‘the tyranny of transparency’ (Strathern 2000). 
Public sector is no exception to this sweeping trend. Recent years have seen 
an increasing demand for accountability and transparency in public domain 
(Humphrey et al. 1993; Hood 1991; Hood 1995). Public organisations in most 
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developed countries have been subjected to calls for greater efficiency and 
effectiveness, for clearly defined lines of accountability (Dooren et al. 2010; 
Pollitt & Bouckaert 2011; Bouckaert & Halligan 2008).  
Accompanying this trend is the increasing use of accounting and calculative 
practices such as performance management and strategic planning to 
discharge accountability and provide transparency in fields as diverse as 
schools (Ezzamel et al. 2012), museums (Oakes et al. 1998), healthcare(Scott et 
al. 2000), charity (Hwang & Powell 2009), higher education (Sauder & 
Espeland 2009).  
This trend has also been facilitated with a sharp increase in the supply of 
managerial professional equipped with such managerial expertise to put 
such calculative practices to work (Abbott 2005).  With the rise of managerial 
professionals whose expertise have become standardised such as the 
accountants (Suddaby & Greenwood 2001), there has been an apparent 
decline in the influence of traditional professions such as law, medicine and 
divinity (Hwang & Powell 2009). 
Performance management has long been attractive to governments and 
public sector regulatory bodies, especially with the New Public Management 
reforms around the world (Hood 1991; Hood 1995; Lapsley 2008). To 
proponents of such reforms, performance management provides a solution 
to improve efficiency and effectiveness in bureaucratic organisations (Dent 
1991), especially with the management of resources to improve service 
delivery (Pollitt & Bouckaert 2011). Therefore, NPM also has a role in 
pushing the already pervasive use of calculative practices further into the 
public sector domain (Halachmi & Bouckaert 1996; Modell 2001). 
With the macro social change and NPM as backdrop, this thesis explores the 
nuanced micro dynamics of such change processes caused by the increasing 
demand of accountability and transparency where traditional professionals 
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(e.g. scientists and artists) are confronted with new managerial techniques 
and managerial professionals (e.g. accountants) in scientific and cultural 
organisations such as museums, libraries, and botanic gardens, etc..  
Scientific and cultural organisations are interesting institutional settings 
because of their complexity. First, scientific and cultural organisations such 
as the museum, the galleries and the botanic gardens, are publicly funded 
which makes them part of the public sector domain where the external 
environment is complex with multiple stakeholders and multiple and 
sometimes conflicting demands (Modell 2001; Goddard 2010; Lapsley & 
Skærbæk 2012). Second, these organisations often serve multiple social 
objectives, such as education, research and visitor attraction, etc... These 
different objectives are often carried out by different professionals with 
different background and hold different professional values. This can result 
in internal complexity for these organisations. Such organisations are 
labelled ‘hybrid’ in the institutional literature where multiple values, belief 
systems co-exist both externally and internally (Delmestri 2006; Jay 2012; 
Pache & Santos 2012; Battilana & Lee 2014). Such complexity requires a well-
developed theoretical framework which is able to inform cross-level 
empirical investigation. As a result, the recent development of neo-
institutional sociology - the institutional logics perspective – is chosen as the 
main theoretical lens for this thesis. 
Institutional theory has been widely adopted in social sciences in analysing 
social and institutional changes and its causes and consequences (Lounsbury 
2008). Interpretive management accounting research has also been 
influenced by institutional theory (Lukka 2007; Scapens 1994; Brignall & 
Modell 2000; Burns & Scapens 2000; Lounsbury 2008; Carruthers 1995; 
Hopper & Major 2007; Major & Hopper 2005; Cooper & Hopper 2006). By 
adopting an institutional perspective, the thesis looks beyond the technicality 
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of the managerial techniques and seeks to examine the social and 
institutional factors, which shape the dynamics and processes of changes. 
Institutional theory provides a cross-level framework addressing both the 
macro and the micro as well as the dynamics between the macro and the 
micro, although so far cross-level research remains rare (Smets et al. 2012).  
In accordance with institutional perspective, individuals (both managerial 
professionals and traditional professionals) are conceptualised as reflexive 
beings that continually interpret and evaluate situations in order to adjust 
their actions and reactions and at the same time, bounded by their 
institutional embeddedness. The agency of individuals make it possible to 
interpret and react to measurement in diverse and evolving ways (Espeland 
& Sauder 2007).Therefore, framing complex change processes in the 
institutional theoretical framework allows the researcher to tease out the 
micro dynamics and to link the macro institutional environment with micro 
reactivity. 
Institutional studies are often either focusing on macro-level changes (such 
as Dunn & Jones 2010, regarding medical education) or on micro-level 
dynamics (such as McPherson & Sauder 2013, regarding drug court micro 
processes). This study has a unique opportunity to add to cross-level 
institutional research. By surveying the field of scientific and cultural 
organisations regarding their use of managerial techniques to complement 
an in-depth case study spanning four years with multiple data sources, this 
thesis seeks to explore how the macro level institutional complexity influence 
the micro level use of managerial techniques such as accounting; and how 
accounting can be used to invade other traditional professional spaces and 
how different consequences of such changes can be explained.  
The rest of the chapter states the research questions and outlines the 
structure of this thesis. 
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1.2 Research Questions 
To analyse such a complex setting of scientific and cultural organisations, the 
first step is to get an overview of the macro institutional context on the field 
level. The institutional field these organisations are embedded in is complex 
and is characterised by multiple institutional logics and often referred to as 
‘hybrid’ in organisation studies (Greenwood et al. 2011; Besharov & Smith 
2014; Julie Battilana & Dorado 2010; Battilana & Lee 2014). This concept is 
different from that used in some accounting studies examining the changing 
role of professional (Miller et al. 2008; Kurunmaki & Miller 2006). The hybrid 
organisations reside in a field with institutional complexity (Greenwood et 
al. 2011) and multiple distinct value and belief systems (institutional logics) 
‘run through’ these organisations which create conflicting demands and 
organisations are sometimes prescribed different courses of action by these 
institutional logics (Thornton et al. 2012; Thornton & Ocasio 2008b; Thornton 
2004). Institutional theory and its key concepts are reviewed in chapter three. 
In order to investigate the institutional context an organisation is in, the 
natural first step in institutional analysis is to identify the prevailing 
institutional logics and their relationship with managerial techniques in use. 
Borrowing from Bourdieu’s concept of field and his study on the field of 
restricted cultural production (Bourdieu 1993), scientific and cultural 
organisations are treated as collectives of different professional groups rather 
than a homogeneous whole. Each professional group carry different 
institutional logics composition and this complicated the adoption of 
managerial techniques such as performance measurement and management.  
Research Question 1: what are the prevailing institutional logics in the field of 
scientific and cultural organisation? What are the relationship, if any, between such 
institutional context and managerial techniques in use? 
Chapter five address this research question. 
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After teasing out the institutional complexity on the field level, it is possible 
to proceed, taking a longitudinal and a micro perspective of one scientific 
and cultural organisation regarding its management accounting change, to 
investigate how institutional and accounting change unfold. Chapter six 
provides the details of the new management accounting system adopted in 
the case organisation.  
Research Question 2: How does institutional change process unfold and what is the 
role of accounting in this process? What is the relationship between institutional 
logics and accounting? 
By identifying how such institutional complexity manifests in the case 
organisation, micro dynamics of accounting and institutional changes can be 
teased out. Power relationship between professional groups embedded in 
different institutional logics can be explored during the intervention of 
accounting techniques. Chapter seven discusses the relationship between 
institutional logics and accounting change.  
Visual elements are under-theorised in accounting and organisation research 
(Quattrone 2009; Busco & Quattrone 2015; Meyer et al. 2013). A new research 
question emerged from the inductive data collection in the in-depth case 
study.  
Research Question 3: What is the role of visual elements in institutional change? 
And how can visual elements be put to work? 
Chapter eight discusses the role of visual elements in institutional change 
and how visual framing can be used by institutional entrepreneurs to 
promote institutional change.  
Emotions are an overlooked aspect of accounting and institutional research 
(Croft et al. 2014; Voronov & Vince 2012; Creed et al. 2014). During the 
investigation of performance measurement practices in scientific and cultural 
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organisations, a special phenomenon came to attention. The emotions of 
frustration and unconscious reactions to changes in traditional professionals’ 
work life facilitate institutional change. And this somehow works to 
managerial professionals’ advantage in promoting change. Also, the 
important role of emotion in the process of institutional changes contradicts 
the previous conception of change as a result of conscious processes. 
Therefore, another research theme emerged during the empirical 
investigation.  
Research Question 4: What roles do emotions and managerial professionals (special 
work groups) play in the process of institutional/organisational change? 
Chapter nine explores the role of emotions in institutional change as well as 
the impact of managerial professionals on the scientific and cultural 
organisations.  
1.3 Structure of the Thesis 
This rest of the thesis is structured as follows: chapter two reviews the 
literature on the trend of increasing demand for accountability and 
transparency in modern society, specifically, the new public management 
(NPM) movement in the UK and the central role of accounting in NPM. This 
serves as the backdrop for the empirical study of institutional changes in 
scientific and cultural organisations. This section is followed by a review of 
interpretative accounting research, which informs this thesis theoretically. In 
the interpretative paradigm, institutional theory, especially the latest 
development of Neo-Institutional Sociology (NIS) – the institutional logics 
perspective (ILP) is chosen as the major theoretical lens for this thesis. 
Chapter three provides a detailed review of the development of NIS and the 
three recent branches of theoretical development. Chapter three concludes by 
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providing the overview of the theoretical framework of the thesis, which 
incorporates Bourdieu’s concept of ‘field’ and group psychoanalysis to 
enrich the macro dynamics and micro foundations of the institutional 
perspective. Chapter four discusses the research methodology of the thesis 
and is followed by five empirical chapters, which present the research 
findings.  
Chapter five reports the findings of the use of performance measures in the 
field of scientific and cultural organisations and the causes of unintended 
consequences - the neglected characteristics of the mixed fields of ‘restricted 
cultural production’ and ‘large-scale production’ (Bourdieu 1993). Chapter 
six to eight present the findings of the in-depth case study of the accounting 
and institutional changes in the Royal Botanic Garden Edinburgh. Chapter 
six outlines the technical aspects of the management accounting system 
implemented in the broader climate of public sector reform. Chapter seven 
discusses the relationship between institutional complexities and accounting, 
especially how different institutional logics prescribe different 
interpretations and reactions to the same management accounting change. 
Chapter eight discusses the important role of visual framing as part of the 
repertoire of institutional entrepreneur, which enables and propels change. 
Chapter nine uncovers the important role of emotional processes at a group 
level and their impact on institutional change. It is found that emotional 
factors contribute to individuals’ investment and divestment in group loyalty 
and certain institutional order.  
Chapter ten concludes the thesis and discusses the theoretical and practical 
contributions. 
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CHAPTER 2. LITERATURE REVIEW 
 
This chapter reviews the new public management (NPM) movement and the 
central role of accounting in the movement. NPM proponents often espouse 
an instrumental view of public sector reforms. However, in order to study 
consequences, this thesis turns to alternative theoretical perspectives. This 
chapter then moves onto reviewing of interpretive management accounting 
research, especially critical and institutional perspectives, which inform this 
thesis.   
2.1 New Public Management and Accounting 
New Public Management (NPM) is an umbrella term coined first by Hood 
(1991) which refers to the import of private sector values and managerial 
techniques into public sector setting. It is often intended to transform 
governmental administration into more efficient and effective business-like 
units which suggests a preference to capital market that is managerial, 
customer and performance oriented (Hood 1991; Pollitt 1990).   
Hood (1991) sets out seven key doctrinal components of NPM: (1) ‘hands-on 
professional management’ in the public sector which requires clear 
assignment of responsibility; (2) explicit standards and measures of 
performance which requires clear statement of goals and objectives; (3) 
greater emphasis on output controls which stresses results rather than 
procedures; (4) shift to disaggregation of units in the public sector which 
requires the creation of ‘manageable’ units; (5) shift to greater competition in 
public sector; (6) stress on private sector styles of management practice 
which requires the import of private sector management tools; (7) stress on 
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greater discipline and parsimony in resource use which emphasis on cutting 
costs (Hood 1991; p4-5). These components differentiate NPM from the old-
style public administration which champions the distinctiveness of the public 
sector and the delivery of public services (Dunleavy & Hood 1994). 
NPM has proven to be a persistent and durable agenda (Dunleavy & Hood 
1994; Lapsley 2009) and it is claimed that the UK has been at the forefront of 
the movement (Lapsley 2000). In the UK, public sector organisations have 
been increasingly subjected to managerial practices especially accounting 
changes such as value for money audits, performance measurement, 
computerised financial information system, budgeting, performance 
management, strategic planning (Pollitt & Bouckaert 2011; Bouckaert & 
Halligan 2008; Lapsley & Pallot 2000; Humphrey et al. 1993; Broadbent & 
Guthrie 1992; Burchell et al. 1985; Miller 2001; Rose & Miller 1992; Miller 
1991).  
NPM is a multi-dimension phenomenon, often with consequences 
unintended by policymakers (Brunsson & Olsen 1993). Proponents of NPM 
often advocate an instrumental view of managerial techniques, such as 
accounting with the potential to improve organisation decision-making and 
performance. Boston et al. (1996) argue that proponents of public sector 
reforms reply on three main economic theories which assume human 
behaviour as being dominated by self-interest (Boston, et al, 1996, p.17): 
public choice theory, agency theory and transaction cost economics. Public 
choice theory suggests that all services can be contestable and reducing the 
role of government can enhance transparency. Agency theory recognises the 
conflict between principal and agent, which promotes contractual 
relationship as a solution to the information asymmetry problem. The third 
theory – transaction cost economics – is concerned with how rational agents 
select governance structures which minimise transaction costs. All these 
theories place rationality at the core, which justify the intentions to 
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implement the reforms. However, intentions of the proponents often end in 
‘cruel disappointment’ (Lapsley 2009). To investigate why some intentions 
end up in disappointments require alternative theoretical perspectives 
(Lapsley & Pallot 2000).   
Within the movement of NPM, accounting has taken a significant role in 
‘modernising’ the public sector (Humphrey et al. 1993; Guthrie et al. 1999). 
As Olson et al. (1998, p.18) argue that ‘an increasingly notable element of the 
New Public Management movement is the seemingly endless list of 
accounting-based techniques that are being drawn on in the pursuit of 
reform.’  
In Britain, under the influence of ‘Thatcherism’ and ‘neo-liberalism’, changes 
favoured reducing the size of public sector and economic rationalism rather 
than organisations and bureaucracies (Rose & Miller 1992). New public 
financial management (NPFM) is regarded as being the core of NPM (Olson 
et al. 2001). Under NPFM, governmental units transform their accounting to 
accrual base and are increasingly treated as profit centres (Lapsley & Wright 
2004) and started to employ more management accounting techniques, such 
as performance measurement and performance management (Ittner et al. 
1998; Cavalluzzo & Ittner 2004). 
In the early 1990s, the mainstream public sector accounting research focuses 
on the technical core and ignores the social and cultural context completely 
which has led to the lack of variety in the theoretical approaches taken 
(Hopper & Powell 1985). In a later review paper published in 2008, this 
situation has significantly improved. ‘Contextual’ public sector accounting 
research now is regarded to have its own strong tradition (Broadbent & 
Guthrie 2008). 
With this enrichment from various perspectives, the domains of accounting 
and accounting research have expanded significantly (Miller & Hopwood 
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1994). Rather than being viewed from a functionalist perspective, as merely 
technical practices, accounting is viewed from a much broader perspective as 
involving social, institutional and organisational practices. From this broader 
perspective, accounting research has focused on the role of accounting in the 
context of organisation, institution and society (Chapman, Cooper, & Miller, 
2009a). There has been a stream of interpretive research aiming at unpacking 
the organisational, institutional and social aspects of accounting practices 
(Chapman, Cooper, & Miller, 2009b). 
The rest of the chapter reviews the development of interpretive management 
accounting research, especially conceptualising accounting as organisational 
and institutional practice which informs this thesis. 
2.2 Interpretive Management Accounting Research 
The interpretive management accounting research perspective emerged in 
the 1970s to challenge the dominant functionalist research orthodoxy. 
Opposing the positivist and structural-functionalist research paradigm 
which operates on a hypothetico-deductivist (Chua 1986) basis, these early 
accounting research studies expressed their concerns about ‘fragmentation’ 
(Hopwood 1976) which is typical of hypothetico-deductivism. Instead, 
accounting research should emphasise the importance of studying 
accounting with an integrated understanding of accounting in its 
environment.  
Initially, this stream of thought and alike was considered ‘radical’ when 
mainstream accounting was grounded in a positivist paradigm and 
contributed to the limitation of the range of questions being researched in the 
accounting discipline (Chua 1986). The limitation of the mainstream world-
view inspired a group of studies in the 1980s which aimed at broadening the 
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accounting research horizon and providing fresh insights to the study of 
accounting theory and practices.  
Cooper (1983) advocated that in order to break out of the then dominant 
functionalist research paradigm, accounting researchers should look into the 
messiness, dysfunctions in the practices of accounting to understand power 
and changes. Around the same time, Hopper and Powell (1985) provided a 
way of categorising the multi-disciplinary management accounting research. 
They borrowed the paradigm from Burrell and Morgan (1979) and divided 
the research into functionalist, interpretive, radical, given different 
assumptions about society and the social sciences, ontology and 
epistemology, human nature, methodology and axiology. In order to make 
the assumptions underlying social research explicit, Burrell and Morgan 
(1979) introduced sociological paradigms in organisational analysis. They 
found that most theorists take a stand on the ontology and epistemology in 
their research and the very nature of ‘the social’ itself. Instead of working in 
isolation, they argue that these rivalries in perspectives should be taken into 
account. Therefore, they put these different philosophical stances into four 
paradigms organised by two dimensions (Burrell & Morgan 1979). They 
define a paradigm as ‘commonality of perspective which binds the work of a 
group of theorists together’ (Burrell and Morgan, 1979; p. 23). The two 
dimensions are the ‘subjective-objective’ dimension and the ‘regulation – 
radical change’ dimension (which base on the assumption of order and 
conflict in society). The four paradigms are, on the subjective side, the 
‘radical humanist’ (subjective/radical change), the ‘interpretive’ 
(subjective/regulation); on the objective side, ‘radical structuralist’ 
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(objective/radical change) and the ‘functionalist’ (objective/regulation). (See 
figure 1 below)  
Figure 1 Four Paradigms for the Analysis of Social Theory; Burrell and Morgan (1979, 
p. 22) 
Other paradigms exist as well, for example, Chua (1986) prefers three 
paradigms: positivistic, interpretive and critical. This scheme is also very 
influential in accounting studies. 
Opposing the positivistic research assumptions, interpretive and critical 
accounting research aim to reject the search for causal explanations of social 
phenomena. Instead, it aims at providing ‘thick’ description of every slice of 
human situation (Chua 1988). 
This strand of research inspired an important polyphonic debate in 2005 
among a group of scholars (younger researchers then) (Baxter et al. 2008; 
Ahrens et al. 2008). This group includes Thomas Ahrens, Albrecht Becker, 
John Burns, Christopher Chapman, Markus Granlund, Michael Habersam, 
Allan Hansen, Rihab Khalifa, Teemu Malmi, Andrea Mennicken, Anette 
Mikes, Fabrizio Panozzo, Martin Piber, Paolo Quattrone and Tobias Scheytt.  
Afterwards, each participant was given one week to write 300 words in a 
rolling document in the alphabetical order of the contributors. This 
document was published in Critical Perspective on Accounting 19 (2008) 840-
866. The main purpose of this debate is to establish a more positive identity 
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for the research domain and integrate the research achievement thus far. 
Interpretive accounting research has suffered marginalisation and was 
labelled ‘non-mainstream’ or ‘alternative’. This lack of an independent 
intellectual identity has gradually changed over time with its well-developed 
methodological discourse, theoretical richness and wealth of empirical data 
(Parker 2012; Richardson 2012). 
Parker (2012) looked back on more than four decades of published 
accounting literature and evaluated the deliverables and relevance of this 
discipline. ‘Our tradition pursues issues of meaning and interpretation in the social 
world. We seek a holistic understanding and critique of lived experience, social 
settings and behaviours, through researchers’ engagement with the everyday. 
Management accounting’s interaction with its institutional, organisational, 
economic, social, political and technological contexts move to the centre stage. Rich, 
contextualised understandings and critiques of management and accounting 
processes and structures are what we are about.’ (Parker, 2012; p. 55) This 
research domain focuses more on the micro-organisational events, activities 
and changes in comparison with the quantitative positivist domain.  A 
unique characteristic of qualitative accounting research is its engagement 
with actors in the fields rather than from a distance (Vaivio 2008). This offers 
an opportunity to gain a deeper understanding and interpretation of the 
situations (Ahrens et al. 2008). This approach requires researchers to 
rediscover ‘what we thought we already knew’ (Parker 2003) from the 
messiness, unpredictability and complexity in the research process (Modell & 
Humphrey 2008). Hopper, Otley, and Scapens (2001) observe that since the 
1980s, an expanding array of theoretical approaches have been brought in to 
enrich accounting research, from labour process theory to Foucauldian, neo-
institutional, political economy and more.   
In Baxter and Chua (2003),  on celebrating the 25 years of Accounting, 
Organizations and Society, the authors note that ‘accounting is a discipline of 
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the social and it seemed important to us to understand it in the context of a 
broader set of discourses from the social sciences.’ (Baxter and Chua, 2003; p. 
98) The authors highlighted seven different research approaches under the 
label of ‘alternative management accounting research’: a non-rational design 
school; naturalistic research; the radical alternative; institutional theory; 
structuration theory; a Foucauldian approach and a Latourian approach. 
Over the course of almost three decades, management accounting research 
has truly become a research domain with multiple and rich theoretical 
underpinnings. Among these different approaches, several are employed to 
enrich the theoretical perspective of this thesis.  
Foucault’s governmentality literature, along with the various initiatives and 
trends across the world, has inspired accounting research to look at 
calculative practices represented by accounting and how they have claimed 
dominance beyond previous understanding. Taking a historical perspective, 
standard costing and budgeting have contributed to making individuals 
more governable and manageable, making accounting practice one 
prominent social force and apparatus of power (Miller & O’Leary 1987). In 
another historical study, Miller (1990) examines the relationship between 
accounting and the state, arguing that accounting as a technology, translates 
the political aspiration of the state into materialised and visualised tools, 
making accounting and governmental objectives congruent. As various 
‘counting’ activities, rituals of verification such as auditing and performance 
measurement, become more and more prevalent in society, the force of 
accounting, its inherent reductionism and its power of portraying objectivity 
is also investigated(Power 2004; Power 1997; Power 1994). 
Studies, which conceptualise accounting as organisational and institutional 
practices, have become common over the last few decades. Based 
substantially on chronological development, this chapter will first briefly 
review the evolution of research, which extends accounting beyond its 
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technical borders and situates accounting research as a part of the social 
sciences. Special attention is paid to institutional theory because institutional 
theory is the dominant theoretical lens in organisation studies (Lawrence & 
Suddaby 2006; Greenwood et al. 2008) and it is a key theoretical lens to study 
the interrelationship between accounting, organisations and institutions.  
Major theoretical developments in institutional theory are achieved mainly 
through organisational research.  
2.3 Accounting as Organisational and Institutional 
Practice 
Organisational institutionalism, also known as new institutional sociology 
has been significantly influential. This branch of theorising has become 
mainstream in organisational studies over the past 4 decades. In contrast to 
the instrumental view of organisational life, institutional theorists advocate a 
socially constructed view of organisations. Contrary to theories that neglect 
the environments and individual behaviours and preferences, institutional 
theory situates actors back into their surroundings and take into account the 
behaviour beyond instrumental calculations (Meyer & Rowan 1977; 
DiMaggio & Powell 1983). It is a powerful tool in possibly overcoming 
Thompson’s assertion that it is difficult for organisation theorists to think 
simultaneously about rationality and indeterminacy (Thompson 1967). 
Instead of assuming organisations as economic actors, institutional 
perspective provides a more realistic treatment of organisations. It was 
brought into organisation studies as ‘a sophisticated understanding of 
symbols and language, of myths and ceremony, of decoupling, or the 
interplay of social and cognitive processes, of the impact of organisational 
fields, of the potential for individuals and groups to shape their 
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environments, and of the processes through which those environments shape 
individual and collective behaviour and belief’ (Lawrence et al., 2009; p. 2).  
New institutionalism as an established mainstream in the study of 
organisations, it “comprises a rejection of rational-actor models, an interest in 
institutions as independent variables, a turn toward cognitive and cultural 
explanations, and an interest in properties of supra individual units of 
analysis that cannot be reduced to aggregations or direct consequences of 
individuals’ attributes or motives” (DiMaggio and Powell 1991 p.8). This 
group of research was inspired by several seminal papers published in the 
1970s and soon captured abundant academic interest across other social 
sciences. One of these social sciences is accounting. Since then, institutional 
theory has become one of the dominant ways of understanding organisations 
(Greenwood et al. 2008) hence it provides a theoretical lens that contributes 
to the understanding of accounting practice in the organisational context.  
Classic conceptions of accounting as a social science beyond the 
organisational borders go back to the early twentieth century (Chapman et 
al., 2009a). Max Weber put accounting at the heart of capitalism and was 
concerned with the conditions which gave rise to the wide spread of 
calculative practices and the calculative attitude (Weber 1904; Weber 2009). 
According to Weber, double-entry bookkeeping is the most advanced form 
of bookkeeping and it permits the check of each individual step towards 
profitability (Weber 2009). Since the 1950s, a group of studies which explored 
the behavioural aspects of accounting within organisational borders helped 
placing accounting research within the social sciences (e.g. Argyris 1952; 
Simon et al. 1954). This is the first line of development in the intellectual 
history of accounting scholarship. It contrasts with the second line - the 
market based accounting - which focuses on classifications and external 
reporting. The first line of development in accounting later took an 
‘institutional turn’ (Miller and Power, 2013; p. 559) which interfaces with 
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both management and organisation studies literatures (Miller & Power 2013). 
It is this first line of research that guides this literature review.  
Up until the mid-1970s, this group of research focused exclusively on intra-
organisational aspects rather than going beyond the organisational borders 
(Burchell, Clubb, & Hopwood, 1985; Chapman et al., 2009a; Hopwood, 1987). 
Hopwood, in the first editorial of Accounting, Organizations and Society in 
1976, pointed out that ‘the accounting academician has seemingly preferred 
to focus in a fragmented way on more detailed behavioural questions with 
little consideration of their on-going organizational and social context’ 
(Hopwood, 1976: 288). Subsequently, the seminal work by Hopwood (1978) 
redirected accounting research effort beyond the organisational to the social 
and institutional. Another influential paper by Burchell et al. (1980) took this 
initiative one step forward and provided several suggestions as how this 
discipline should develop and evolve. Instead of looking at accounting as 
mere techniques for producing relevant information for decision making or 
for the rational allocation of resources, accounting have been seen by this 
group of scholars as ‘mirrors of the societies or organizations in which they 
are implicated’ (Burchell et al., 1980:10). They argued that two tendencies 
were crucial to the understanding of the state of accounting: ‘the increasing 
institutionalization of the craft and the growing objectification and 
abstraction of accounting knowledge’, especially, ‘the institutionalization of 
accounting has occurred at both the organizational and societal levels’ and 
‘within both business and governmental organizations’(Burchell, Clubb, 
Hopwood, Hughes, & Nahapiet, 1980: 7).  
In the early 1980s, accounting research was stimulated by the development 
in neo-institutional theory and the behavioural aspects of accounting started 
to attract the attention of organisational researchers. Accompanying this 
trend was the increasingly dominant narratives of market rationality through 
accounting (Miller & Power 2013). Accounting, seen as an organising and 
Page 30 of 240 
 
rationalising mechanism started to be analysed beyond its technical and 
functional core. Linking accounting practices, modes of organising and 
societal processes of economizing have ‘transformed the discipline of 
accounting’ (Miller and Power, 2013; p. 558). These developments have been 
accompanied by the increasing fragmentation and professionalization of the 
accounting profession which give accounting a wider social significance and 
increasing complexities in research (Power 1997; Power 2004).  
 ‘If organizing without accounting is increasingly unthinkable today, 
accounting also makes organizing thinkable and actionable in a particular 
way’ (Miller and Power, 2013; p558). Therefore, while accounting is 
profoundly technical on one hand, it is profoundly institutional on the other 
(Miller & Power 2013). Accounting having an institutional and economising 
role in organisational activities is particularly of interest to all organisations 
with an accounting function. Power (1994) observes that the society that has 
been subjected to increasing emphases on monitoring and measuring 
through accounting has been termed as ‘audit society’. Bromley and Powell 
(2012) argue that this ‘pervasive spread of rationalizing trends, such as the 
growing influence of managerial sciences and increasing emphases on 
accountability and transparency, has created significant changes in 
organizations’ external environments’(Bromley and Powell, 2012; p.483). 
Not only is this relevant to the private sector, it is also of great interest to the 
public sector organisations as calculative practices such as performance 
measurement penetrate not-for-profit organisations as well. As a result, an 
increasing number and variety of not-for-profit organisations are viewed as 
economic entities (Burchell et al. 1985; Miller 1990). For example, in the study 
of museum and culture heritage sites of Alberta, Canada, Oakes, Townley 
and Cooper (1998) argue that when the museum is run as an economic entity, 
the whole operation of the museum must be first reduced to accounting 
numbers for them to be acted upon. This dictates that employees adopt a 
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particular way of understanding the nature of their work. In a subsequent 
study, they investigated the performance measurement in the Provincial 
Government of Alberta and its role in the rationalization and justification of 
activities in the public sphere (Townley et al. 2003). The distinctive way of 
rationalisation represented by accounting technique (performance 
measurement with instrumental reasoning) was found to be in conflict with 
the intended rationalisation as a process of reasoned justification (open and 
conscious reflection of the criteria for action). This leads to the eventual 
scepticism and cynicism of the managers. Similar stories can be found in the 
studies conducted in healthcare organisations. When hospitals are treated as 
economic entities, the criteria for action must be shifted to, revealed and 
acted upon through the language of accounting. The issues of efficiency and 
value for money will intervene with the professional code of conduct for the 
medical professionals which could lead to the narrowing of accountability, 
potential conflicts and dysfunctional consequences (Arnold & Oakes 1995; 
Kurunmaki & Miller 2006; Kurunmaki et al. 2003; Kurunmaki 1999).  
Findings suggest that diverse activities such as healthcare, education, public 
services are increasingly structured around performance evaluation, risk 
assessment, profitability analysis and other forms of accounting 
representation(Miller & Power 2013). Accounting and calculative practices 
also play important roles in various other aspects of social life, such as 
fashion(Jeacle & Carter 2012), cinema (Jeacle 2009), popular culture (Jeacle 
2012). These studies address a similar issue with the ‘governmentality’ and 
‘calculative spaces’ literatures that individuals come to think of themselves 
and others and their actions calculable and governable, albeit at a distance. 
From this point of view, accounting plays a vital role in constructing the 
relationships among individuals, organisations and the society as a whole. 
And in turn, the society and organisations and individuals can be rendered 
down to certain number sets (Miller & Power 2013).  
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The power that accounting has in shaping the world attracts scholarly 
attention from accounting researchers with a variety of research approaches 
mainly because the thing we call ‘accounting’ is complex as it exerts and is at 
the same time affected by agents and their agencies, institutions and 
organisational processes (Miller & Hopwood 1994). The conceptualisation of 
accounting can be a practice, an ideology, a technology, a social force and 
maybe all of the above or none of the above (Burchell et al. 1985). As an 
important practice which is attempt to intervene individuals and 
organisations, it is crucial to consider accounting not as the neutral device 
which offers superior information for the management of organisational and 
economic life. Rather, accounting practices have intruded various aspects of 
the society (Miller & Hopwood 1994). Therefore, in order to study the 
multiplicity of accounting practice, various theoretical approaches have been 
brought in to inform accounting research (Ahrens & Chapman 2007).  
This thesis takes a social constructionist stand and is informed mainly by 
institutional research. It is this social dimension of meaning which takes the 
centre stage of this approach (Crotty 1998). The next chapter is devoted to a 
detailed review of the development of institutional theory in the social 
constructionism paradigm; but first, the relationship between institutional 
theory and critical accounting research is reviewed below. 
2.4 Institutional Theory and Critical Accounting 
Research 
Carruthers (1995) argues for a high level of relevance between institutional 
theory and accounting research. Accounting practices are viewed as features 
that can legitimate organisations through portraying the image of efficiency 
and rationality. This is especially relevant to research in the public sector 
context, in which organisations are suspected to adopt new accounting 
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practices for legitimacy reasons or as a means to secure funding. Therefore, 
research has found many occasions of decoupling or loose-coupling between 
formal organisational structures and actual processes (Lukka 2007; Weick 
1976; Bromley & Powell 2012).  
Despite this internal critical quality of institutional theory (which challenges 
the taken-for-grantedness), much of the theoretical development tends to 
follow the North American positivistic epistemology with an objectivist 
research tradition. This misalignment between ontological assumptions and 
epistemological commitments is labelled ‘ontological drift’ (Thompson 2011) 
which creates difficulty in combining institutional theory and critical 
accounting research (Modell 2015).  
Thus, there is a danger in following the North American organisation studies 
and institutional research and ignoring the critical tradition of accounting 
studies in addressing bigger issues. This thesis strives to participate in the 
debate of public sector management and reforms. And a critical perspective 
is essential to this purpose.  On the contrary, some European accounting 
researchers have taken a more subjective epistemological standing in 
conducting critical accounting research (e.g. Cooper and Hopper, 2006; 
Hopper and Armstrong, 1991; Hopper and Powell, 1985). Recent 
development in institutional theory also resembles the ambition of critical 
accounting research which addresses ‘big social issues’ such as inequality, 
corruption and status (such as Gabbioneta et al., 2013; Podolny, 1994).  
Critical accounting research has been challenging the theoretical orthodoxy 
since the 1970s. Questions such as ‘in what ways and to what extent is 
accounting implicated in de-industrialisation, de-skilling at work, conflict in 
society and increasing individualisation, rationalisation and calculation in 
society’(Cooper and Hopper, 1987, p407) were brought to the fore of issues to 
be addressed in such research regime. Such questions are still of vital 
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importance today. In a recent comprehensive review of all the papers 
published in Management Accounting Research (MAR), Hopper and Bui 
(2015) propose the question of ‘has MAR been critical’ and identify areas that 
are under-researched, such as Third Sector organisations, politics, civil 
society involvement. At the same time, themes such as change and 
institutional theory, reconstituting public sector have attracted reasonable 
amount of attention. However, the organisations addressed in this thesis sit 
between public sector and third sector. This group of organisations differ in 
nature from typical government agency, or health and education sectors, 
which have dominated the management accounting literature in these 
themes. The trend of ‘governing by numbers’ seems unstoppable in contexts 
addressed in this thesis however dynamics and consequences differ from 
those already addressed in management accounting literature.  
Miller and Power (2013) identified four interrelated key roles of accounting 
that makes it possibly ‘the most powerful system of representation of social 
and economic life that exists today’ and ‘has achieved a dominant role in 
contemporary society’ (Miller and Power 2013; p. 563). These four roles are 
territorializing, mediating, adjudicating and subjectivising. The territorializing 
role of accounting means that accounting has the ability to delineating 
particular physical existence and activities into calculable spaces, such as a 
factory, a hospital into divisions, cost centres. Due to this, financial 
calculations are made possible. Closely related to territorializing is the 
mediating activities that accounting is capable of. Accounting allows the 
incomparable to be made comparable and permits the claim of neutrality. 
This allows it to be diffused across different domains (such as public sphere). 
Once embedded in organisational life, the language of accounting will 
require and inspire further production of such language and make it 
indispensable. The development of ideas of markets and market value also 
demands the use of accounting language. Furthermore, accounting also plays 
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a fundamental adjudicating role in organisational processes. This has 
attracted scholarly attention from both sociology and accounting research 
communities (e.g. Meyer and Rowan, 1977). The institutionalisation of 
rationalised myths has been documented in accounting research inspired by 
the development of neo institutional theory that practices such as accounting, 
performance measurement and auditing appear to be decoupled or loosely 
coupled to real organisational activities as a means of legitimacy seeking 
(Bromley & Powell 2012; Modell 2004; Power 1994; Power 2004). The fourth 
role of accounting is that it is a subjectivising or individualizing practice both 
within organisations and more society wide. It has two aspects: first, 
individuals are subject to control by another; second, it assumes that 
individuals are free and obliged to choose often by reference to financial 
norms. Hence, individuals are made somewhat calculable and comparable 
(Rose & Miller 1992; Miller & Hopwood 1994). These four interrelated roles 
make accounting an ensemble of diverse elements which are constantly 
changing and self-regenerating (Miller & Power 2013). 
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CHAPTER 3. THEORETICAL FRAMEWORK  
 
This chapter aims at reviewing the development of institutional theory; 
identifying the weaknesses of the current state of institutional theory; 
exploring the feasibility of enriching institutional approach at the macro level 
with Bourdieu’s field concept and at the micro foundation level with input 
from psychoanalysis theory. 
The chapter is structured as follow: it begins with a comparison of the two 
prominent perspectives in studying accounting changes: old-institutional 
economics (OIE) and neo-institutional sociology (NIS) and provides 
justification of choosing the NIS approach. It is followed by a detailed review 
of the development of institutional theory from its early inception to the 
latest theoretical paths. The next section aims to illustrate the important 
concept of ‘institutional complexity and multiplicity’ which is key to 
informing the empirical investigation. The next two sections are devoted to 
enriching the current institutional lens with input from Bourdieu’s field 
concept at the macro level and psychoanalysis at the micro level to derive a 
complete theoretical framework for the thesis.  
3.1 OIE and NIS 
Two strands of institutional theory have been widely adopted to study 
accounting practices, Old Institutional Economics (OIE) and Neo-
institutional Sociology (NIS) (Ribeiro & Scapens 2006).  
NIS was developed in the 1970s primarily to inform macro-level empirical 
investigations (Meyer & Rowan 1977). With key concepts, such as 
‘decoupling’(Meyer & Rowan 1977) and ‘isomorphism’ (DiMaggio & Powell 
Page 37 of 240 
 
1983), NIS aims at explaining the diffusion of particular organisational 
structure or practice within a population across an institutional field 
(detailed review of NIS, see section 3.2). 
Primarily concerned with intra-organisational practices and managers 
behaviour, Scapens (1994) introduces old-institutional economics approach 
which rejects the core assumptions of neoclassical economics. He argues that 
this approach is useful for studying management accounting practices, 
especially using case studies (Scapens, 1994, p302). Apart from this 
theoretical contribution, this influential paper also encourages management 
accounting researchers to look at the social, political and cultural dimensions 
of accounting rather than fixating on some ‘ideal’ from textbooks.  
Building on Scapens’s work, an OIE based theoretical framework for 
conceptualising causes and conditions of management accounting changes 
was developed by Burns and Scapens (2000). This seminal paper provides a 
processual model to study intra-organisational management accounting 
changes and focuses on two key concepts ‘rules’ and ‘routines’ to unpack the 
complex relationships between actions and institutions. They argue that 
whereas rules and  routines are grounded in their historical context, 
institutions are disassociated from their particular circumstances and they 
exist only in the actors’ understandings and stocks of knowledge and express 
for them ‘the way things are’ (Burns and Scapens, 2000, p7).  
Choosing NIS as the main theoretical lens, this thesis is concerned with cross-
level (both macro and micro) analysis of management accounting practices 
which can be better analysed through the recent developments in NIS, 
namely Institutional Logics Perspective (ILP) and Institutional 
Entrepreneurship (IE) and Institutional Work (IW). These recent theoretical 
developments provide the possibility to integrate the macro with the micro. 
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As OIE lacks consideration for macro societal value systems at the macro 
level, this thesis adopts primarily an NIS perspective.  
More specifically, this thesis investigates the processes which lead to the 
making of rules and how sometimes, in specific empirical contexts, 
accounting was introduced as ‘rules’ but never became ‘routines’. This is 
beyond the framework proposed by Burns and Scapens (2000). More 
importantly, this thesis is interested in investigating both the diversity of 
institutions within the same institutional field (macro) and the diversity of 
institutions within the same organisation (micro). The OIE framework lacks 
consideration about the intra-organisation institutional multiplicity. Recent 
developments in NIS provide such lens to examine the institutional 
multiplicity within and across organisations on both the macro and the micro 
levels (detailed discussions see section 3.3 and 3.4). 
3.2 Early Development of Neo-Institutional Sociology 
In Latin, the term ‘institution’ means ‘a human, intentional act of creating 
and enacting some type of collective practice’ and in everyday sense, an 
institution is a public administration organisation. In Goffman’s classic book 
on total institution, he defines institution as ‘social establishments… are 
places such as rooms, suites of rooms, buildings, or plants’ (Goffman 1961; p. 
15) and also a legitimizing social grouping. The institution in institutional 
theory is more of a framework of thinking about social life and a taken-for-
granted way of organising. For example, when you hold out your hand for a 
handshake, you hold out the right hand without thinking about it. It is taken-
for-granted.  
It has been argued that European institutional theory has initially drawn 
from Max Weber, Emile Durkheim and Anthony Giddens (Czarniawska 
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2008). However, there are many different approaches to its definition. For 
neo institutionalism, institutions are enduring elements of social life (Hughes 
1936) and templates for action, cognition that affect beliefs and behaviour of 
individuals and collectives which are resilience and self-activating 
(DiMaggio and Powell 1983; Lawrence, Hardy, and Phillips 2002;  Meyer and 
Rowan 1977; Scott 2013).  Berger and Luckmann (1967) suggest that 
institutions shape people’s actions and at the same time actions constitute 
and reproduce institutions.  
The seminal article by Meyer and Rowan (1977) is one of the important 
precursors to later developments of institutional theory. Many agree that this 
paper mark the start of new institutional theory (Greenwood et al. 2008). 
Early institutional research asks one simple question ‘why organisations 
resemble each other’ and explores the environmental effects on 
organisational and structural homogeneity. Meyer and Rowan (1977) 
pioneered a new variant of institutional theory that formal organisational 
structures may not relate to technical efficiency. Instead, they might be the 
result of legitimacy seeking behaviour which leads to the conformity to the 
organisations’ environmental and institutional rules (the cultural myths and 
symbols). They further elaborated that as a result of this proposition, 
organisations might look more similar in form and forms might decouple 
from practices. Legitimacy is necessary for organisations to survive in their 
institutional environment.  
Institutional theory has long been influencing management accounting 
research. Rather than assuming accounting facilitating rational decision-
making, institutional theory challenges the assumption of economic 
rationality by providing alternative basis for decision - making. At the same 
time, institutional theory is a vibrant theory, which has been undergoing 
rapid development since 1970s. As a result, institutional theory provides 
depth and richness to the findings, nevertheless difficulties when applying 
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such a developing lens to empirical investigation. This chapter examines the 
development of institutional theory as a theoretical lens, and reviews the 
major accounting research informed by such institutional lens.   
As Greenwood, Oliver, Sahlin and Suddaby (2008) conclude that since its 
inception, neo institutional theory has achieved impressive use and 
migration within and across disciplines. They understand the term 
institution as ‘more-or-less taken-for-granted repetitive social behaviour that is 
underpinned by normative systems and cognitive understandings that give meaning 
to social exchange and thus enable self-reproducing social order.’(Greenwood et al., 
2008; p. 4) They believe the proliferation of institutionalism can be attributed 
to three factors. Firstly, the wide range of application of the neo institutional 
theory reveals the ability to accommodate other theoretical perspectives 
when interfacing with numerous other theories (for example, resource 
dependency theory, network theory, etc.) The use of institutionalism with 
many other theories constitutes a great strength. Secondly, the authors argue 
that ‘a distinct advantage of institutional theory… is its singular refusal to 
accept reality at face value, and to do so without the accompanying baggage 
of cynicism.’ (Greenwood et al., 2008; p. 32) Therefore, it provides an 
invaluable point for reflection that any given aspect of organisational life 
might be social consensus that is easily perishable. Especially when we look 
at calculative practices and the rationality and instrumental functionality that 
they possess, institutional theory provides an alternative perspective. Thirdly, 
institutional theory can stimulate contextualising. We cannot understand 
accounting practice without its social context (Hopwood 1987). As through 
the lens of institutional theory, the reality is socially constructed so is 
accounting. When using institutional theory as theoretical lens, accounting 
practice is forced out of the technical vacuum.  
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Due to the size of institutional theory literature1, this review is by no means 
comprehensive. Preference is given to institutional studies, which have 
inspired management accounting research. The following review is arranged 
in different themes and follows a rough chronological order. However, some 
of the themes are still attracting great research attention while others might 
have slowly faded out.   
3.2.1 Mechanisms of Diffusion and Convergence 
Following Meyer and Rowan (1977), institutional research in the 1980s have 
investigated the mechanisms that lead to such similarity among 
organisations as well as the mechanisms which lead to the diffusion of 
certain organizational form or practice.  
While Meyer and Rowan (1977) looks mainly at the macro level societal 
cultural system of taken-for-granted rules, Zucker (1977) uses experiment to 
examine the micro level effects of institutionalisation on cultural persistence. 
It is found that when there is higher degree of institutionalisation, there is 
greater cultural persistence. And the taken-for-granted rules are perceived by 
individuals as facts and therefore rarely challenged. One other aspect of the 
importance of this work is that it supports the proposition that the 
institutionalisation process is driven by cognitive process, not necessarily 
value internalisation suggested by earlier sociological studies at that time 
(e.g. (Parsons 1951)).  
Building on Meyer and Rowan (1977), DiMaggio and Powell (1983) further 
argue that organisations become more similar in form is driven less by the 
pursuit for efficiency but more by the structuration (Giddens 1979) of the 
organisational fields. Engine of rationalisation and bureaucratisation, they 
argue, has moved from the market and into the state and the profession. 
                                                 
1 The seminal paper (Rowan and Meyer, 1977), which signals the start of institutional theory research, 
has been cited over 20,000 times by October 2015, according to Google Scholar.  
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DiMaggio and Powell define isomorphism as ‘a constraining process that 
forces one unit in a population to resemble other units that face the same set 
of environmental conditions’ and they elaborate this by defining two types of 
isomorphism, competitive and institutional. Competitiveness among 
organisations leads to ‘the economic fit’ and quest for political power while 
institutional legitimacy has led to ‘the social fit’. They then theorise that there 
are three sources of rationalisation and rational actors change their 
organisations through these three isomorphic processes – coercive, 
normative, and mimetic. Tolbert and Zucker (1983) investigate the diffusion 
and institutionalisation of formal organisational structure and developed a 
well-referenced ‘two stage model’. They find that early adoption of reform is 
related to internal organisational requirements while once the adoption 
becomes taken for granted, late adoption is often motivated by institutional 
legitimacy seeking.  However, this model has been found inadequate later 
(Greenwood et al. 2008). 
Scott (1995) identified three vital ingredients of institutions. They are 
regulative systems, normative systems, and cultural-cognitive systems. 
These ingredients form a continuum from conscious (regulative) to 
unconscious (cognitive). These ingredients are independent yet mutually 
reinforcing. Although later, this conception has been criticized to be overly 
deterministic (Greenwood et al. 2008).These classical studies laid the 
foundations for neo-institutional approach. 
The studies reviewed above focus more on macro structure and demonstrate 
that societal level discussions are important to the development of 
institutionalism. Societal level ‘institutions’ have various implications on 
organizational practices such as accounting.  
Studies at the organisational level are also important precursors to the later 
developments in institutional theory, Fligstein (1985) looked at the 
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dissemination of multidivisional organisational form among large firms from 
1919 to 1979. He tested five theories that set out to explain why and how the 
multidivisional organisational form has disseminated. The approach of 
DiMaggio and Powell (1983) was one of them. It was found that actors 
operate with varying rationalities during organisational change. Fligstein 
(1987) investigated the intra-organisational power struggle from 1919 to 1979 
and found that through different periods in time, different personnel rise to 
power. Early this century, entrepreneurs and people from manufacturing 
were more likely to controlled large firms; however, later the century, sales 
and marketing were likely to rise to power; and in the last few decades, 
finance personnel have become more dominant. He argues that these shifts 
result from changes in strategy, structure and the environment of the 
organisations. Mimicking of firms in similar environments played a role in 
determining the change in organisational structure and power structure. One 
other important findings and important precursor is that it is found that 
within a corporate logic, there can still be contending logics of action and 
practices. For example, engineering, sales and finance personnel all have 
different conceptions of how the organisation should be run and structured.  
This suggests the existence of pluralism in institutional logics within 
organisations. 
Fligstein (1990) further identified three different conceptions of control in the 
corporate governance of large industrial firms: the manufacturing conception, 
the marketing conception and the finance conception. For Fligstein, the 
individuals are the carriers of the conceptions of control. As both the intra-
organisational power struggles and the inter-organisational competition all 
happen during a time of innovation and changes, none of the conceptions 
became dominant. At the supra organisational level institutions, the 
profession, the corporation and the State implicitly interplay and they 
become important inspiration to the development of the institutional logics 
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perspective (Thornton and Ocasio, 2008a).  This body of research collectively 
demonstrate that institutions are influencing practices, structures and 
behaviour, which is implicitly linked to the overall mode of 
thinking/rationality.  
These early research provide insights into why organisations adopt similar 
accounting techniques such as activity-based costing. For example, in the 
studies addressing the adoption of Activity Based Costing (ABC), Malmi 
(1999) surveyed almost 500 Finnish companies on their motivations for the 
adoption, their conclusion resembled that of the popular two stage adoption 
model developed in Tolbert and Zucker (1983). In other accounting research, 
early institutional theory developments on diffusion and convergence have 
been employed to inform studies of public sector reform and the adoption of 
new accounting practices for possible legitimacy seeking reasons or for the 
security of resources such as funding. Later institutional studies also examine 
legitimacy as a key concept. 
3.2.2 Divergence, Noncompliance and Legitimacy 
Legitimacy, isomorphism and decoupling are the symbolic concepts of the 
neo institutionalism which set it apart from other organisation theories 
(Boxenbaum & Jonsson 2008; Deephouse & Suchman 2008). The accounting 
research inspired by neo institutional theory tends to focus on these key 
concepts. Each of these concepts also has a large and diverse group of 
literature. Much scholarly effort also went in to explore the causal 
relationship between two or more of these concepts. These concepts share 
close theoretical ancestry as most organisation studies scholars credit Weber 
for bringing these concepts into sociology. And the two subsequent seminal 
papers by Meyer and Rowan (1977) and DiMaggio and Powell (1983), and 
the review book by Scott (1995) further contributed to the popularising of 
research on these concepts. 
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For example, research has shown that various organisations adopt certain 
practices symbolically while decoupling them from actual routines (Meyer & 
Scott 1983; Deephouse & Suchman 2008; Elsbach & Sutton 1992; Zajac & 
Westphal 1994). Research have produced insights into why decoupling occur. 
To signal compliance, organisations might engage in such practice in the face 
of institutional pressures (Scott 2013). 
Weber argues that legitimacy can come from conformity to laws and social 
norms (Weber 2009). Parsons (1951) applied Weber’s idea and argue that 
legitimacy is an organisation’s congruence with social norms, values and 
laws.  In Meyer and Rowan (1977), legitimacy was placed together with 
resources and they suggested that both of these factors may result from 
being efficient and from conforming to institutional environment although 
Meyer and Rowan did not provide an explicit definition of legitimacy. In a 
subsequent article by Meyer and Scott (1983), organisational legitimacy was 
defined as ‘the degree of cultural support for an organization – the extent to which 
the array of established cultural accounts provide explanations for its existence, 
functioning, and jurisdiction, and lack or deny alternatives...A completely legitimate 
organization would be one about which no question could be raised’ (Meyer and 
Scott, 1983; p. 201). They argue that professional groups, such as accountants, 
convey legitimacy by their collective authority. Scott (1995), in the first 
edition of his review book Institutions and Organizations, he stated that 
‘legitimacy is not a commodity to be possessed or exchanged but a condition 
reflecting cultural alignment, normative support, or consonance with 
relevant rules or laws’ (Scott, 1995; p. 45). Linking with his three pillars of 
institutions, Scott (1995) arrived at three dimensions of legitimacy – 
regulative, normative and cognitive. In the same year, Suchman published 
his pivotal article on legitimacy in Academy of Management Review, he gave a 
broad definition of legitimacy: ‘Legitimacy is a generalized perception or 
assumption that the actions of an entity are desirable, proper, or appropriate within 
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some socially constructed system of norms, values, beliefs, and definitions’ 
(Suchman, 1995; p. 574).  
Research on legitimacy is closely linked to studies on diffusion and 
isomorphism which are further linked to decoupling (loose-coupling). 
Decoupling (loose-coupling) as a concept was introduced by in 1976 by 
Weick in a study about educational organisation. It is argued that the image 
of organisations having tight couplings in their operation is often an illusion. 
Instead, a surprising number of disparity suggests that decoupling and 
loose-coupling are more than often the case (Weick 1976). Soon after the 
introduction of the concept, it was widely used and a high level of diversity 
in the understanding of the concept led to a review and reconceptualization 
of the concept by Weick and Orton. Tolbert and Zucker (1983) linked 
cognitive legitimacy with mimetic isomorphism and argued that 
organisations will imitate those legitimate organisations in their field and 
adopt innovative practices which lead to diffusion. The implicit assumption 
of this research is that because of legitimacy seeking purposes, organisations 
adopt new practices which contribute to the diffusion of these practices. 
What’s worth noticing is that not all diffusion enhances legitimacy and not 
all diffusion necessarily leads to institutionalisation or isomorphism.  
These institutional theory concepts inspired a group of accounting research, 
especially in the public sector context. The modernisation processes provide 
public legitimacy for organisations as the profession and the state provide 
rationalised myths and rules which then influence the formal organisational 
structure such as accounting infrastructure and practice. It is argued that the 
modernisation trajectory that many public sector organisations are on is a 
pathway to public legitimacy (DiMaggio and Powell 1983; Meyer and Rowan 
1977; Tolbert and Zucker 1983; Zucker 1977).  
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Therefore, accounting studies inspired by earlier neo institutionalism often 
observe that despite the significant external influences which requires change, 
accounting system can be stable and often difficult to change (Ezzamel, 
Hyndman, et al. 2007; Kurunmaki et al. 2003; Lapsley & Wright 2004; 
Ballantine et al. 1998; Modell 2004; Modell 2001; Granlund 2001) and also 
known as path-dependency in neo institutionalism (Modell et al. 2007; 
Ribeiro & Scapens 2006). As NIS develops, fresh perspectives have been 
brought into accounting research to enrich the empirical insights. However, 
institutional theory itself is still burgeoned by the paradox of embedded 
agency (Seo & Creed 2002; Greenwood & Suddaby 2006; Greenwood et al. 
2008). 
3.2.3 Institutional Reflexivity and Agency 
The above reviewed earlier studies in institutional theory were concerned 
with explaining the convergence of practices and structures with core 
concept like legitimacy and decoupling. These key concepts of NIS research 
were later criticised for being too rigid and for relying too much on an over-
socialized view of action (Seo & Creed 2002). Institutional change becomes a 
challenge for institutionalists to explain because if actors are embedded in 
institutional environment and their behaviour is shaped by the institutional 
context then how can they change the institutions they are in? It has been 
observed that the earlier research in institutional theory has over played 
stability and change is not accounted for (DiMaggio 1988; Hirsch and 
Lounsbury 1997; Seo and Creed 2002).  
This is due to a contradiction between institutional determinism and human 
agency (Holm 1995). Seo and Creed (2002) label this contradiction as ‘the 
paradox of embedded agency’. The agency versus structure debate has a 
much longer history than institutionalism (Giddens 1979). The relationship 
between actors and their environments has two extremes. One is determinist 
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when it is believed that individuals and their actions are product of the 
environment and there is little human agency. The other extreme is 
voluntarist view which assumes that actors are autonomous and free to 
choose (Astley & Ven 1983; Burrell & Morgan 1979). For example, the 
rational actor model which dominates economics research takes an extreme 
view of agency by assuming actors always choose utility maximisation. 
Institutional theory relaxes this assumption by providing a more realistic 
view of social activities. Although institutional theory takes the external 
influences into account when conceptualising actors’ behaviour, it still 
suffers from this paradox. Concerns over legitimacy and isomorphism 
suggest that behaviours are influenced by the environments they are 
embedded in, therefore, although not unique to institutional theory, the 
tension between agency and institutions is inherent (Battilana & D’aunno 
2009).  
Thereafter, institutionalists started looking for a way to further develop 
institutional theory. One of the key issues is change. In retrospect, it is 
believed that the three theoretical papers by DiMaggio (1988) and Oliver 
(1991, 1992) started the shift in the attention of institutional researchers 
towards the agency of actors towards influencing and impacting the 
environment they are in (R. Greenwood & Hinings, 1996; R Greenwood et al., 
2008).  Rather than assuming they are passive acceptant of institutional 
influences, the agents are capable of reflection and in turn change their 
environment.  
Three diverse routes were taken by different groups of scholars motivated to 
solve the paradox of embedded agency (Seo & Creed 2002) and bring agency 
back into institutionalism without denying institutional embeddedness. 
These developments move beyond the vague notion of institutional 
pressures shaping actors’ behaviour to emancipate themselves from the 
deterministic views of traditional institutionalism works (Lawrence & 
Page 49 of 240 
 
Suddaby 2006; Leca & Naccache 2006; Thornton & Ocasio 2008). These 
theoretical perspectives intend to provide deeper explanations of the change 
and the reproduction of institutions. They are the institutional logics 
perspective, institutional entrepreneurship and institutional work. These 
represent the current state of development of institutional theory and are 
adopted as the main theoretical lenses to inform the empirical chapters that 
follow.  
However, institutional theory is still under development looking for ways 
ahead to overcome the agency paradox. This thesis, taking advantage of an 
opportunity to study management accounting practices across different 
levels of the field under investigation, aims to contribute to institutional 
theory regarding its micro foundation and cross-level dynamics.  
Smets et al. (2012) points out that institutional research have focused mainly 
on macro-level processes which tend to examine the field level and 
organizational level dynamics. This approach has been criticised for lacking 
micro-level insights. Accounting practices provide a naturally micro-level 
starting point. Therefore, institutional changes can arise from day-to-day 
accounting practice. 
The three branches of institutional theory developments reviewed below 
provide the framework and vocabulary to examine cross-level dynamics. 
3.3 Diverging Paths of Recent Development  
In this section, three recent developments in institutional theory are 
reviewed. They are Institutional Logics Perspective (ILP), Institutional 
Entrepreneurship (IE) and Institutional Work (IW).  
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3.3.1 Institutional Logics Perspective (ILP) 
It was Friedland and Alford (1991) who explicitly conceptualise that in the 
western countries, societies are ‘inter-institutional systems’ that are 
comprised of multiple institutional logics (Greenwood et al. 2011). And this 
article is commonly regarded as the start of the institutional logics 
perspective (ILP). ILP is a strong upcoming approach in the broader context 
of institutional theory and institutional analysis.   The term ‘institutional 
logics’ was introduced by Alford and Friedland (1985).They argue that there 
are inherent contradictory practices and beliefs in the three institutional 
orders of the modern western societies: capitalism, state bureaucracy, 
political democracy. These three institutional orders then shape how 
individual engage in different practices. They further developed the concept 
in Friedland and Alford (1991) by exploring the interrelationships between 
individual, organisations and society. They define institutional logics as ‘a set 
of material practices and symbolic constructions – which constitutes its organizing 
principles and which is available to organizations and individuals to elaborate (p. 
248)’. They further developed the core institutions of society into five 
distinctive institutional orders which act as organising principles of an inter-
institutional social system: the capitalist market, the bureaucratic state, nuclear 
family, democracy and Christian religion. Each of these orders contains a central 
logic that both constrains and enables behaviour of individuals, 
organisations and society. While institutions constrain action, they also give 
agency and then give rise to change. The inherent contradictions of practices 
and beliefs in these institutional logics provide the cultural resources for 
institutional change, for transformation of individuals, organisations and 
society.  
ILP was born when research in this area largely focused on isomorphism and 
homogeneity (Mizruchi & Fein 1999). In 1999, the article by Thornton and 
Ocasio (1999) has brought Alford and Friedland (1991) into the spot light of 
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institutional research. In Thornton and Ocasio (p. 804), they defined 
institutional logics as ‘the socially constructed, historical patterns of material 
practices, assumptions, values, beliefs, and rules by which individuals produce and 
reproduce their material subsistence, organize time and space, and provide meaning 
to their social reality’. This definition of institutional logics provides a link 
between individual cognition and agency and individual practices. It also 
provides a framework for analysing the relationships among individuals, 
organisations and institutions in the inter-institutional social system. This 
framework provides potential explanation for heterogeneity as well as 
change. Hence, it can potentially solve the problem of embedded agency (Seo 
& Creed 2002; Greenwood & Suddaby 2006). Research on institutional logics 
has proliferated since then. 
This strand of theoretical development was taken further by Patricia H 
Thornton (2004).  She fully explores how institutional logics impact 
organisational decision making in the higher education publishing industry. 
She conceptualises the market in her book as historically contingent, 
distinguishing it from being a negotiation between economic exchange and 
political/cultural arena. She defines institutional logics as ‘the axial principles 
of organisation and action based on culture discourses and material practices 
prevalent in different institutional or societal sector’ (p. 2). Further elaboration is 
provided on the notion of ideal types developed as ‘intended to provide an 
abstract model that represents a combination of those attributes believed to 
determine the dependent variables of interest. The idea types provide a 
means of clustering organizations into categorical types to measure and 
explain deviation from the extreme (p. 25)’. In her case study of the higher 
education publishing industry, Thornton connects institutional logics to a 
theory of ‘attention’. She argues that institutional logics operate via multiple 
mechanisms: first, logics shape meanings, appropriateness and legitimacy; 
second, logics determine problems as well as solutions; third, logics impact 
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change. Her argument in this case is that the shifts in organisational logics in 
this industry are reflected in the changes in problems and solutions. Hence, 
the logics decide which problems and solutions the decision makers focus on. 
She developed the five institutional orders in Friedland and Alford (1991) 
based on six sectors each with their own distinct logics: markets, corporations, 
professions, states, families and religion. She argued that institutional logics 
shape rational, mindful behaviour while individuals and organisations can 
also shape and affect institutional logics (Thornton 2004). 
During the early 2000s, the phrase ‘institutional logics’ has become 
increasing popular, to a point that they might get ‘distorted and 
overextended and they burn-out of existence’(P. Thornton & Ocasio, 2008 p. 
99).  Thornton and Ocasio (2008) briefly review the development of 
institutional logics, present a literature review on the works published before 
2007, reflect on the definitions and contributions institutional logics 
perspective has brought to institutional analysis, and also critique the 
literature to suggest directions for further development on organisations and 
institutions. They root the concept of institutional logics within the context of 
new institutional theory and institutional analysis, going back to Selznick 
(1948).  
Building upon the growing interest in understanding institutional logics, this 
stream of research focused on developing the institutional logics perspective 
into a meta-theoretical framework for analysing the relationships among 
individuals, organisations and institutions (Thornton, et. al. 2012). Although 
it is portrayed as a further development of neo institutionalism thinking, it 
seeks to distinguish itself from the neo institutional theory school in a 
number of ways. For example, two aims are attributed to the work i.e. ‘to 
produce a primer that imparts a programmatic statement on the institutional 
logics perspective that distinguishes it from neo institutional theory and to 
synthesize and propose novel theory to further flesh out the meta-theory 
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initially suggested by Friedland and Alford (1991).’ Also it is concluded that 
‘Friedland and Alford (1991) had begun a new direction for organization 
studies. Building upon, yet departing from, the foundations of neo-
institutional theory, they initiated the development of a distinct approach, 
the institutional logics perspective.’ They distinguish this approach from 
previous neo institutional research by incorporating both material and 
symbolic aspects of institutions and in contrast to prior neo institutional 
theory, provide general models (the inter-institutional system model and the 
cross-level effects model) on cultural heterogeneity. By integrating research 
in this stream of theory building and taking stock of the previous research, 
the authors strive to build a research community. Institutional logics 
perspective is defined as ‘a meta theoretical framework for analysing the 
interrelationship among institutions, individuals, and organizations in social 
systems’ (Thornton et al., 2012, p. 2). 
As this theoretical approach is relatively new, there has been limited number 
of accounting studies explicitly informed by the institutional logics 
perspective (except, Ezzamel, Robson, and Stapleton (2012)) although the 
precursors to the institutional logics perspective has been influencing 
accounting studies for over three decades. In this study, use if made of the 
theorisation in Thornton et al., (2012) that in the society, which is an inter-
institutional system, institutions operate at multiple levels with potential of 
cross-level effects. The levels are individual, organisational, field and societal. 
And these are all employed to provide a framework for empirical study. 
3.3.2 Institutional Entrepreneurship (IE) 
Public sectors in most developed countries face financial pressure and 
various reform initiatives. Changing existing ‘ways of doing’ to new ones are 
urgent tasks. Great financial resources and efforts go in to change existing 
institutions. Research has recognised that institutional changes are complex 
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with various forces and agents (Battilana, Leca, and Boxenbaum 2009). To 
address the paradox of embedded agency (Seo & Creed 2002) and to revive 
institutional theory from being overly rigid and therefore to be able to 
explain change, DiMaggio introduced this notion of ‘institutional 
entrepreneurship’ in 1988. In his paper, DiMaggio (1988) argues that ‘new 
institutions arise when organized actors with sufficient resources 
(institutional entrepreneurs) see in them an opportunity to realize interests 
that they value highly’ (DiMaggio, 1988; p.14). Just like entrepreneurs create 
new venture, institutional entrepreneurs create new ventures into the 
institutionalised template of organising. Institutional entrepreneurs can work 
to maintain or disrupt and change institutions (Battilana, Leca, and 
Boxenbaum 2009; Hardy and Maguire 2008). This potentially provide a 
framework for explaining change when the literature at time was criticised 
for overplaying the constraining side of institution and underplaying the 
agency of actors (Hardy & Maguire 2008). The term institutional 
entrepreneurship refers to ‘the activities of actors who have an interest in 
particular institutional arrangements and who leverage resources to create new 
institutions or to transform existing ones’ (Maguire et al., 2004; p. 657).  This 
definition has emphasized on the access to resources, which enables 
institutional entrepreneurs. Battilana, Leca and Boxenbaum (2009) define 
institutional entrepreneurs as ‘change agents who, whether or not they initially 
intended to change their institutional environment, initiate, and actively participate 
in the implementation of, changes that diverge from existing institutions’ (Battilana 
et al., 2009; p.70). This definition, compared to the previous one, focuses on 
the nature of the changes which should be divergent from existing 
institutions and the intentionality of the actors.  
In order to move on from an over-emphasis on the constraining effects of 
institutions, researchers set out to identify the factors that enable the 
institutional entrepreneurs to initiate change when research has recognised 
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how resilient institutions can be (Scott et al. 2000; Tolbert and Zucker 1996). 
The first question is who are likely to become institutional entrepreneurs. 
Institutional entrepreneurs can be either organisations (e.g. Greenwood and 
Suddaby, 2006; Greenwood et al., 2002; Lounsbury, 2002) or individuals or 
collectives (Fligstein 2001; Phillips et al. 2004). For example, Greenwood and 
Suddaby (2006) argue that through institutional contradictions, the 
embeddedness of elite organisations can be loosened. The asymmetry of 
resources can lead the resource-rich players to commit to existing 
institutional arrangement and align with current practices and become 
satisfied with how things are. They study the big five accounting firms and 
explore the factors that enable organisations to be institutional entrepreneurs. 
Institutional entrepreneurs can also be individuals or collectives. For 
example, Lounsbury (2002) examined the collectives of financial 
professionals in the field of finance and the change initiated by these 
collectives in constructing new institutional logics.  
To address the question “who are likely to be institutional entrepreneurs?” 
several studies have examined the properties of institutional entrepreneurs. 
Mutch (2007) argues that individuals who are ‘autonomous reflexive’ are 
more likely to act as institutional entrepreneurs. Leca and Naccache (2006) 
look at organisation level rather than individual level and find reflexivity to 
be important for organisations to act as institutional entrepreneurs.  
The active role of institutional entrepreneurs which make them somehow 
‘privileged’ to act in a heroic way has spawned criticism (Delmestri 2006). 
The concern is that this instrumental view advocates a disembedded view of 
agency which is incompatible with institutional theory (Meyer 2006). The 
challenge is to precisely account for the role of embedded actors in the 
institutional change process. This view of agency implies a middle ground 
between agency as situated and the models of rational choices. Actor’ 
cognition and behaviour are seen as constrained and enabled at the same 
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time but not completely determined by the institutions and culture. This led 
to a renewed interest in structuration theory (Barley & Tolbert 1997), critical 
realism (Thornton and Ocasio 2008b), German sociology of knowledge 
(Meyer 2006). These new perspectives enriched research on institutional 
entrepreneurship and helped to identify the field conditions that give rise to 
institutional entrepreneurship. This resolved the problem of embedded 
agency (Seo & Creed 2002). 
Another line of enquiry also sets out to address this problem. Actors are 
viewed to have agency to change while constrained. First, their positions in 
the fields are crucial to their potential to act as institutional entrepreneurs. 
Powerful actors in dominant positions in their field can initiate change 
despite institutional embeddedness (Battilana 2006; Maguire, Hardy, and 
Lawrence 2004; Maguire, Phillips, and Hardy 2001). For example, Sherer and 
Lee (2002) find that large corporate law firm offices with the most prestigious 
adopt new practices. Apart from the social positions of the firms, they also 
find that resource scarcity drives and legitimacy enables these firms to act as 
institutional entrepreneurs. In fact, even central actors in a field might not be 
as embedded as suggested. Central actors might have access to alternative 
practices in other fields through different mechanisms. Rao et al., (2003) 
study the nouvelle cuisine movement in France from 1970 to 1997 and find 
that many leading French chefs visited Japan and obtained new ideas from 
completely different institutional field. Examining three individuals 
transposing diversity management practice to Denmark to solve immigrants’ 
integration problem into the workforce, Boxenbaum and Battilana (2005) also 
find supporting evidence that individuals become enabled through exposure 
to organisational settings radically different from their own.  
Evidence becomes even more mixed when it comes to the relative positions 
of actors in a field. While actors’ social position can be regarded as a resource 
for them to draw on when initiating institutional change (Battilana, Leca, and 
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Boxenbaum 2009), several studies conclude that peripheral actors have less 
difficulty in developing ideas for change as they are less aware of the 
institutionalised norms and practice. Also as they are often disadvantaged 
because of their positions in the field, they are more likely to be motivated to 
bring change about (Greenwood and Suddaby 2006; Hardy and Maguire 
2008). Another study by Lee and Pennings (2002) focuses on large 
professional service firms as well. By analysing the evolution of the Dutch 
accounting industry, the authors find that market feedback can influence 
adoption decisions if the new organisational form is favoured by the market 
(Lee & Pennings 2002). Studies have not only looked at relatively mature 
fields (Greenwood, Hinings, and Suddaby 2002; Greenwood and Suddaby 
2006; Lounsbury 2002), but also how institutional entrepreneurs rise from 
emerging fields. Maguire et al. (2004) study the emerging field of HIV/AIDS 
treatment advocacy in Canada. They find that in order to institutionalise 
these new practices, institutional entrepreneurs connected various 
stakeholders and acquired legitimacy by occupying a ‘subject position’ and a 
bridging role. Through discursive and political manoeuvre, institutional 
entrepreneurs managed to stabilise the field level relationships. Compared to 
mature fields where institutionalised norms form the basis for legitimacy 
providing resource for institutional entrepreneurs to draw on, emerging field 
is yet to form widely shared norms. In this case, rather than conforming to 
existing norms, new norms need to be formed by aligning various 
stakeholder interests (Maguire et al. 2004). Hence, different degree of 
institutionalisation can present different opportunities for institutional 
entrepreneurs.  
Some field conditions are likely to present opportunities for institutional 
entrepreneurs to emerge as well, such as uncertainty, problems, crises, 
tensions and contradictions (Hardy & Maguire 2008). Institutional 
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entrepreneurs might seek solutions to problems in their fields which lead to 
institutional change (e.g. Fligstein, 2001; Greenwood et al., 2002; Holm, 1995).  
Institutions are shared norms and taken for granted meanings, therefore, 
drawing on the social constructionist view, different interpretation of these 
norms and meanings will lead to contradictions that at different levels might 
give rise to institutional entrepreneurship (Hardy & Maguire 2008). 
Heterogeneity can also enable institutional entrepreneurship as it gives rise 
to incompatible institutional arrangements and prescriptions. And Multiple 
institutional orders can give rise to alternatives which enable institutional 
entrepreneurs to take advantage of the opportunities presented (Battilana et 
al. 2009).  
A large portion of the literature depicts the strategies and activities 
institutional entrepreneurs deploy to initiate and implement changes. These 
include construction of rationale and vision; mobilising resources and 
people; recruiting allies and motivating others. Institutional entrepreneurs 
construct rationales and create visions to make the case for change. They 
tend to provide legitimating accounts for their institutional projects (Creed et 
al. 2002). And they frame and theorise to justify a new solution or an 
alternative way of doing (Rao 1998). Some other studies on the construction 
of rationale by institutional entrepreneurs also take into account of the social 
and historical context. They have shown how institutional entrepreneurs 
have deployed alternative institutional logics (Seo & Creed 2002), cultural 
accounts (Creed et al. 2002), professionalization (Greenwood, Hinings, and 
Suddaby 2002; Rao 1998) and rules and regulations in the field (Haveman & 
Rao 1997; Garud et al. 2002). For example, institutional entrepreneurs can 
build their discourses using different vocabularies derived from multiple 
institutional logics. Promoters of socially responsible investment in France 
rely upon financial logic rather than environmental logic when arguing their 
case (Déjean et al. 2004). Sometimes the audience of the change is accorded a 
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role when institutional entrepreneurs use discursive interventions in 
constructing shared ideals (Boxenbaum & Battilana 2005) and collective 
sense making (Edelman & Suchman 1997). Institutional entrepreneurs 
mobilise a range of resources to help bring change about. These resources 
can include material resources ( DiMaggio 1988), political resources 
( Greenwood and Suddaby 2006)  or cultural resources (Creed et al. 2002). 
Institutional entrepreneurs often establish new relations with others to 
recruit allies to promote their change initiatives. This could either be a 
collective action or individual. Often this requires the institutional 
entrepreneurs to have good political and social skills to accomplish the task 
of effectively persuade and motivate others (Fligstein 2001). 
Although much of the research has adopted an actor-centric approach which 
depicts institutional entrepreneurship as ‘heroic’ and focuses on the 
reflexivity and unique qualities that institutional entrepreneurs possess, it is 
argued that a more process-centric approach to focus on the struggles 
associated with institutional entrepreneurship is more desirable (Hardy & 
Maguire 2008). In contrast with actor-centric approach, process-centric 
approach views institutional entrepreneurship as emergent out of diverse 
activities and actors (Lounsbury and Crumley 2007) and intends to find out 
how outcomes, ranging from no change or very little change to radical 
change and total transformation of the field, are negotiated.   
There has been a recent trend of moving away from heroic views of 
individuals towards individuals or collectives embedded in and navigating 
in specific social contexts by mobilising other actors to promote changes 
(Battilana, Leca, and Boxenbaum 2009). Battilana et al. (2009) provide a 
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model of the process of institutional entrepreneurship. (See Figure 2) 
 
Figure 2 Model of Process of Institutional Entrepreneurship 
The activities conducted by institutional entrepreneurs in motivating other 
actors, creating and sustaining a vision to institutionalise changes are rarely 
discussed in this literature. Most monographs lack the description and 
discussion on the actors’ social positions, their awareness of other fields, 
their social environments as well as the diverse institutional. (Battilana, Leca, 
and Boxenbaum 2009).  Battilana et al. (2009) also pointed out that 
community and individual levels of analysis is scant in institutional 
entrepreneurship research thus far. Also, most studies on institutional 
entrepreneurship have accounted for the actors’ embeddedness in a given 
field but multiple embeddedness might be key in enabling institutional 
entrepreneurship (Boxenbaum and Battilana 2005; R. Greenwood and 
Suddaby 2006). The second empirical chapter (chapter 4) of this thesis aims 
to fill these gaps and provide insights into the micro processes that 
institutional entrepreneurs engage in to implement divergent change despite 
their multiple embeddedness in the fields.  
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3.3.3 Institutional Work (IW) 
Another theoretical development aiming at explaining institutional change is 
institutional work. Lawrence and colleagues published three key essays to 
promote this theoretical concept (Lawrence, Suddaby, and Leca 2011; 
Lawrence, Suddaby, and Leca 2009; Lawrence and Suddaby 2006). Lawrence, 
Suddaby and Leca (2011) define institutional work as ‘the practices of 
individual and collective actors aimed at creating, maintaining, and 
disrupting institutions’ (p. 52). The heart of the concept ‘institutional work’ is 
that institutions are products of human action and reaction. Institutional 
work is not a new concept rather it intends to coordinate previously 
disparate ideas and consolidate previous research effort to forge a path 
forward (Lawrence, Suddaby, and Leca 2009). Instead of focusing on actors, 
research on institutional work focus on actions (Lawrence, Suddaby, and 
Leca 2011).  As the role of actors ascend to the centre of institutional research 
(Lawrence and Suddaby 2006), a great deal of research attention has been 
paid to identify the enabling field-level and organisation-level conditions 
(Battilana and D’aunno 2009).  This group of research overlaps with 
institutional entrepreneurship (discussed earlier in the previous section), or it 
can be seen as a re-orientation of the empirical research addressing 
institutional changes. Therefore, these enabling conditions resemble those 
reviewed in the institutional entrepreneurship section above.  
This group of research took a different path from institutional 
entrepreneurship, though it is closely related to institutional 
entrepreneurship. Institutional work highlights the intentional actions taken 
to create, maintain or disrupt institutions. These actions not only include the 
visible and often dramatic ones taken by institutional entrepreneurs but also 
include the mundane, hardly visible ones. Therefore, the concept of 
institutional work claims to have the potential to establish broader vision of 
agency compared to the concept of institutional entrepreneurship (Lawrence, 
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Suddaby, and Leca 2011; Lawrence, Suddaby, and Leca 2009; Lawrence and 
Suddaby 2006). Potentially, institutional work can focus on the actors who 
are powerless, under-resources while doing important institutional work 
(Martì & Mair 2009).  
Lawrence and Suddaby (2006) identified three key elements of the study of 
institutional work: ‘the awareness, skill and reflexivity of individual and 
collective actors’; (p.219); ‘an understanding of institutions as constituted in 
the more and less conscious action of individual and collective actors’ 
(p.219); ‘we cannot step outside of action as practice – even action which is 
aimed at changing the institutional order of an organizational field occurs 
within sets of institutionalised rules’ (p. 220). Therefore, institutional work 
claims a broader scope than institutional entrepreneurship in explaining 
institutional dynamics.  
To develop research on institutional work, scholars have proposed utilising 
the idea of Bourdieu (Bourdieu 1977; Bourdieu 1984) and Giddens (Giddens 
1979; Giddens 1984) to address the interrelationships between individuals 
and their institutional environments (DiMaggio and Powell 1991; Hirsch and 
Lounsbury 1997; Oakes, Townley, and Cooper 1998). Both Bourdieu’s 
practice theory and Giddens’ structuration theory view agency and structure 
as linked and dual. This view contributes to overcoming the paradox of 
embedded agency (Seo & Creed 2002). 
Relying on Giddens (1979, 1984) and Bourdieu (1977, 1984) which aim at 
transcending the agency versus structure dichotomy, and works by 
Emirbayer (1997) and Emirbayer and Mische (1998),  Battilana and D’Aunno 
(2009) propose a relational approach to conceptualise human agency. They 
argue that a relational perspective can be applied to organisation studies and 
to enrich institutional theory. Instead of taking either a deterministic view or 
a voluntarist view of agency, institutional work should take a practice 
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perspective which stands on the middle ground between the deterministic 
view and the voluntarist (heroic) view of agency (Lawrence, Suddaby, and 
Leca 2009) and conceptualise that individual actors are not only shaped by 
institutions but also shape those institutions through institutional work 
(Berger & Luckmann 1967; Battilana & D’aunno 2009; DiMaggio & Powell 
1991). Institutional work pays special attention to distinguishing different 
forms of agency that associate with different forms of institutional work. 
Battilana and D’Aunno (2009) developed a table that illustrates the 
dimensions of agency and forms of institutional work. (See figure 3) 
 
Figure 3 Dimensions of Agency and Forms of Institutional Work 
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According to Emirbayer and Mische (1998), agency consists of three 
dimensions: iteration, projective and practical-evaluative. The iteration 
dimension is oriented towards the past and involves a low level of conscious 
reflection. It is ‘manifested in actors’ abilities to recall, to select, and to 
appropriately apply the more or less tacit and taken-for-granted schemas of 
action that they have developed through past interactions’ (p. 975).  The 
agency lies in ‘how actors selectively recognize, locate, and implement’ in 
their actors (p. 975). The projective dimension of agency is about giving 
shape and direction to the future. Actors do not only repeat the past, they 
also invent the future. This involves ‘an imaginative engagement of the 
future’ and rises from occasions that cannot be satisfactorily resolved by 
‘taken-for-granted habits of thought and action’ from the past (p. 984). The 
third dimension of agency is the practical-evaluative dimension.  This 
dimension orients to the present and it describes actors’ ability to make 
judgments and choices in the face of ambiguity, uncertainty and conflicts. 
‘The problematisation of experience in response to emergent situations thus 
calls for increasingly reflective and interpretive work on the part of social 
actors’ (p. 994). This dimension focuses on the contextualization of social 
experience and involves a high level of reflexivity. Although the three 
dimensions refer to the past, the present and the future, they are not simply 
constructed on a time sequence. Each dimension of agency has a 
‘simultaneous internal orientation toward past, future, and the present, for 
all forms of agency are temporally embedded in the flow of time’ (p. 972).  
Batttilana and D’Aunno (2009) argue that three dimensions of agency enable 
three types of institutional work: creating, maintaining and disrupting 
institutions. (See Figure 4) They argue that this multidimensional view of 
agency moves the research focus beyond its current emphasis on projective 
agency associated with creating institutions and disrupting institutions. By 
adding the iterative and practical-evaluative dimensions, research on 
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institutional work can potentially open up new sets of research questions. By 
adopting this multidimensional view of agency, researchers can be more 
aware of the different level and types of human agency which leads to 
engagement in different institutional work.  
Delbridge and Edwards (2008) suggest that researcher should consider 
multiple actors at multiple levels and the contradictory and complementary 
institutional work involved in the institutional processes. Lawrence and 
colleagues (2011) pointed out that research on institutional theory as a 
macro-theory of organizations has focused attention on the macro-dynamics 
of field through large-scale social and economic changes. In contrary, ‘how 
and why actors work to interpret, translate, transpose, edit, and recombine 
institutions, and how those actions lead to unintended adaptations, mutations and 
other institutional consequences’ (p. 55) are under-researched. Reay, Golden-
Biddle, and Germann (2006) also suggest that individual level of analysis is 
neglected in institutional work. These are the areas that the following 
empirical chapters aim to make a contribution to. This thesis uses 
institutional theory as analytical framework while at the same time being 
informed by the well-developed group of European critical accounting 
research.  
3.4 Institutional Complexity and Multiplicity 
Earlier empirical research on institutional logics covered a great variety of 
contexts and also contributed and inspired the theoretical development of 
this perspective. The study of variation instead of homogeneity started in the 
early 1990s (Oliver 1991; Oliver 1992). Oliver (1991) called for the study of the 
variation in strategic responses to institutional pressures for both legitimacy 
and efficiency.  In an attempt at bridging the old and new institutionalism, 
Greenwood and Hinings (1996) highlighted the importance of addressing 
Page 66 of 240 
 
interaction and dynamic within the organisations when confronting with 
changing institutional contexts.  
Townley (1997) examined the responses to performance appraisal practice by 
one group of professionals – academics. Instead of isomorphism, sources of 
variation in responses were identified. It is found that even when the 
government successfully introduced the performance appraisal practice 
across the sector, responses to isomorphic change were driven by 
institutional logics. Haveman and Rao (1997) investigated the interplay 
between organisations and institutions in the thrift industry during changing 
technical environment and institutional environment. It is found that novel 
institutional logic was difficult to adopt due to institutional conflicts. 
Thornton and Ocasio (1999)  revealed the role of the industry level logics in 
the succession of the executives in the higher education publishing industry. 
Editorial logic which characterised the 1950s and 1960s in this industry 
shifted to market logic in the 1970s. This change in the collective identity 
shaped the succession of executives. Thornton and Occasion (1999), echoing 
Haveman and Rao (1997), identified a number of factors that contributed to 
the change in dominant logics in the field – competition, political processes, 
social networks, changing views of legitimacy and new technologies. In the 
subsequent study of the same empirical context, Thornton (2001) identified 
two forms of capitalism – personal and market which denote the two 
institutional logics – editorial logic and market logic. This change of 
dominant logic influences decision making on acquisitions. Thornton (2002) 
further developed this theory by looking at the rise of the multidivisional 
corporate structure in the same industry. The change in corporate structure 
can be explained by the strategic and structural conformity with the 
dominant institutional logic. These empirical studies all focus on the decision 
makers and how they deal with the conflicting and changing institutional 
logics. The argument here is institutional logics focus attention of the 
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decision makers on issues that are prevalent. The available set of solutions is 
determined by their appropriateness and legitimacy in the institutional 
environment characterised by the institutional logics in the arena. 
Lounsbury (2001) set out to investigate the answer to the question raised by 
previous research on institutional logics - why organisational responses to 
institutional pressures differ (Friedland & Alford 1991; Oliver 1991)? He was 
concerned with how the societal level and school-level processes shaped the 
dynamic of adoption practices. Instead of finding isomorphism (DiMaggio & 
Powell 1983) in the diffusion process of the recycling programs conducted by 
university staff, it was found that systematic variation existed in the 
individual responses to the program which can be explained via connections 
to field level organisations. In another well cited article around the same time, 
Lounsbury (2002) showed how transformation of dominant institutional 
logic in a field guided the professionalization of a profession. Drawing on 
historical analysis of the field of finance in the US, he highlighted the 
processes of the dismantling of the old logic (regulatory logic) and the 
building up of a new one (market logic). He related this to the increase in 
professional status of the financial occupation.  Up until this point, most 
research in this area focus on two logics, one replacing the other in the field 
and the consequences of this replacement.  
In a detailed account of healthcare organisations in the San Francisco Bay 
Area since the World War II, Scott et al. (2000) addressed the nature and 
causes of profound the institutional changes in the healthcare sector. Using 
multiple research methods (quantitative and qualitative), data sources 
(archives, interviews, reports, periodicals, websites, etc.) as well as 
theoretical perspectives, the authors identified three institutional eras: 
professional dominance (1945-1965), federal involvement (1966-1982) and 
managerial/market mechanisms (1983-present). It is argued that changes in 
ideologies came first because changes in structures require build-up of 
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institutional pressures. Even with the managerial/market logic coming into 
the healthcare sector, the other two contending logics (professional 
dominance and legislation) did not disappear. This is one of the early 
accounts of institutional pluralism, and institutional complexity. Healthcare 
organisations, like hospitals, often bring different professions together, each 
with their own normative and cognitive prescriptions. For example, surgeons, 
nurses and HR managers all have their own professional conducts and 
embedded in different logics of action. How do the organisations reconcile 
these conflicts and tensions result from the co-existence of multiple logics? 
This question has attracted considerable academic interests over the last 
decade. Lounsbury (2007) noted that, although the link between institutional 
logics and practices was well established, most research had focused on how 
practices and fields were structured around one ‘dominant logic’. As 
Friedland and Alford (1991) discussed, the idea that in their seminal article 
that organisational fields are always subject to multiple logics. Unlike 
institutional processes in environments where a single dominant logic exerts 
isomorphic pressures, organisations find themselves in pluralistic 
environment often requires compromises and negotiations. This empirical 
puzzle sometimes is referred to as ‘institutional pluralism’ (Kraatz & Block 
2008; Jarzabkowski 2009; Yu 2013) or ‘institutional complexity’ (Greenwood 
et al. 2010).  
Kraatz and Block (2008) define ‘institutional pluralism’ as ‘the situation faced 
by an organization that operates within multiple institutional spheres’ 
(p.243). Greenwood and colleagues (2010) introduced the concept of 
‘institutional complexity’ and propose that ‘less prevalent logics might have 
only a localized or weak influence, but in any field or industry, practices 
prescribed by different logics will be in play’ (Greenwood et al., 2010; p. 522). 
Greenwood et al. (2011) define institutional complexity as ‘incompatible 
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prescriptions from multiple institutional logics’ (p 318) and provide an 
analytical framework to guide future research effort. (See figure 4) 
 
Figure 4 Institutional Complexity and Organisational Responses 
Researchers approach the puzzle of institutional complexity from different 
empirical settings, different levels of analysis, using different methods. 
Although it is now acknowledged that multiple logics exist across a wide 
range of organisations, research offers mixed and sometimes divergent 
findings on the consequences of logic multiplicity. The research up to now 
has validated three propositions. First, practices are shaped by institutional 
logics (Thornton & Ocasio 1999; Haveman & Rao 1997; Lounsbury 2007; 
Lounsbury 2002). Second, institutional logics are historically contingent 
(Thornton 2002; Thornton 2004; Scott et al. 2000). Third, organisations often 
face complex institutional arrangements which prescribe sometimes 
incompatible principles when interpreting social situations (Dunn & Jones 
2010; Greenwood et al. 2010; Greenwood et al. 2011; Pache & Santos 2010; 
Purdy & Gray 2009; Reay & Hinings 2009). 
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More recent studies have focused on the consequences of institutional 
pluralism and complexity. However, the findings are mixed. Some show 
conflict and contestation between different logics (J. Battilana & Dorado 2010; 
Reay & Hinings 2005; Dunn & Jones 2010), some show coexistence 
(McPherson & Sauder 2013a) and blending (Binder 2007), some studies find 
institutional pluralism and complexity a threat to organisational 
performance (Tracey et al. 2011), some argue that this multiplicity can make 
organisations more innovative, sustainable and enduring (Kraatz & Block 
2008; Jay 2012) and some suggest that this multiplicity is facilitated by the 
field level transition (Haveman & Rao 1997) while others suggest that 
institutional pluralism causes the field to have institutional multiplicity 
(Reay & Hinings 2009).   
So far empirical research offers little explanation on how and why multiple 
logics have mixed organisational consequences and under what condition 
these different outcomes arise. Yu (2013) suggests that intra-organisational 
politics is a generative process through which organisations adapt to change. 
Besharov and Smith (2014) argue that understanding how multiple 
institutional logics manifest within organisations can have significant 
implications for predicting consequences of institutional pluralism and 
complexity. This is one major research question that this thesis is strived to 
contribute.   
Accounting plays an important role in organisations, institutions as well as 
the society (Chapman et al., 2009b; Miller & Napier, 1993; Miller, 1990; Rose 
& Miller, 1992; Weber, 1904). Miller and Power (2013) identified accounting 
as possibly ‘the most powerful system of representation of social and 
economic life that exists today’ and ‘has achieved a dominant role in 
contemporary society’ (p. 563).  As one of the most important aspect of 
organisational life, beneath the technical surface, accounting is argued to be 
‘profoundly institutional’ (Miller & Power, 2013 p. 561).  
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Accounting as ‘rationalised myth’ has attracted scholarly attention from 
outside the accounting research communities (e.g. Meyer and Rowan, 1977). 
The institutionalisation of rationalised myths has been documented in 
accounting research inspired by the development of neo institutional theory 
that practices such as accounting, performance measurement and auditing 
appear to be decoupled or loosely coupled to real organisational activities as 
a means of legitimacy seeking (Bromley & Powell 2012; Modell 2004; Power 
1994; Power 2004). 
Institutions are social-cultural structures which facilitate cognition of 
individuals and shape their behaviour (Scott 2013; Lounsbury 2008). 
Institutional dynamics, conceptualised as the generative of interests, values, 
norms and identities, affect human behaviour and therefore affect accounting 
practices (Ezzamel et al. 2012; Lounsbury 2008). Although the focus of 
institutional studies has moved away from the distinction between 
instrumental and the institutional rationality to a more collective or 
institutional notion of rationality (Marquis & Lounsbury 2007; Lounsbury 
2007), from isomorphism, symbolic conformity and homogeneity to 
heterogeneity and practice variation in recent years, we still struggle to 
explain the reasons and causes behind institutional changes and institutional 
sources of practice variation (Lounsbury 2008; Lounsbury 2007; Ezzamel et al. 
2012).  
Nevertheless, the emergence of the concept of institutional logic has proved 
to be powerful in helping the further development of institutional theory 
(Friedland and Alford, 1991;  Thornton and Ocasio, 2008a; Thornton, 2004; 
Thornton et al., 2012). Institutional logics are defined at a societal level, as ‘a 
set of material practices and symbolic constructions – which constitutes its 
organizing principles and which is available to organizations and individuals 
to elaborate. (p. 248)’ Thus, logics are constructed and reproduced in sectors 
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of society, once taken of granted, will prescribe meanings, identity for 
organisations and individuals.  
A fair amount of research on institutional logics have since taken a historical 
perspective, focusing on the shifts of macro logics on field level (Haveman & 
Rao 1997; Scott et al. 2000; Lounsbury 2002; Thornton 2004; Thornton & 
Ocasio 1999).  Many studies conceptualise organisations as unified entities 
which respond to multiple and sometimes conflicting field-level institutional 
demands and transit from one logic to another (Reay & Hinings 2009; Dunn 
& Jones 2010). In these studies, field-level mechanisms are the most 
important forces in selecting and enforcing logics. However, little attention 
has been paid to how individual organisations experience institutional 
multiplicity and how multiple logics are represented and enacted in intra-
organisational dynamics. 
Three recent shifts in theoretical development can be identified as attempts 
to address the above issue: a more micro perspective in empirical research, 
the acknowledgement of institutional multiplicity and the view of 
institutions as inherent and constitutive. Firstly, a shift of attention is called 
for, from macro structures to micro-processes to help unpack and 
demonstrate the institutional dynamics of practices (Zilber 2011; Lawrence et 
al. 2009; Lawrence et al. 2011; Reay & Hinings 2009). This approach can shed 
light on how and where new accounting practices originate and how and 
why they come to stay (Lounsbury 2007; Lounsbury 2008). This goes hand in 
hand with the second recent theoretical development - institutional 
multiplicity. Kerr (1963) observed that university is ‘so many different things 
to so many different people that it must, of necessity, be partially at war with 
itself’ (p. 8) that it is becoming ‘multiversity’ – an ideal example of an 
institutional pluralistic organisation. Similarly, Cyert and March (1963) also 
argue that organisations are coalitions of individuals with different, 
sometimes incompatible goals. The multiple identities, logics represented by 
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organisational members have now been acknowledged by institutionalists as 
common across various organisational settings (e.g. Dunn & Jones, 2010; 
Glynn & Lounsbury, 2005; Greenwood, Díaz, Li, & Lorente, 2010). Kraatz & 
Block (2008) define this as ‘the situation faced by an organisation that 
operates within multiple institutional spheres’ (p. 243) Such an organisation 
are embedded in multiple normative orders and cultural logics and have 
multiple mind-sets, practices and processes (Kraatz & Block 2008; Kraatz 
2009; Greenwood et al. 2011).  
Thirdly, in the earlier studies, multiple institutional demands are seen as 
being imposed on organisations and organisations were conceptualised as 
unitary actors, passively responding (DiMaggio & Powell 1983) to, or 
actively resisting (Oliver 1991), to external institutional demands. Later 
studies moved away from this conceptualisation, rather, institutional effects 
are seen as constitutive to the organisation, and as passing through the 
organisations rather than merely being impinged on them (Kraatz & Block 
2008). It is argued that organisations to be conceptualised as pluralist and 
complex entities and institutional multiplicity to be conceptualised inherent 
to them (Barley & Tolbert 1997; Greenwood & Hinings 1996). This 
conceptualisation echoes Hopwood’s earlier call for accounting studies that: 
It might even be useful to see the social as passing through 
the organizational, with both wider and more localised 
concerns calling upon practices such as accounting to create 
an ambiguous but nevertheless tethered conception of reality. 
– (Hopwood, 1983 p.302) 
Based on these theoretical developments, more recent studies have 
investigated the consequences of institutional multiplicity. These 
consequences include contestation and conflict (J. Battilana & Dorado 2010), 
coexistence (McPherson & Sauder 2013a), logic blending (Binder 2007), 
performance threatening (Tracey et al. 2011), paralysis or breakup (Pache & 
Santos 2010) and endurance and innovation (Jay 2012). These studies focus 
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on how organisations deal with institutional multiplicity. However, we know 
little about how multiple institutions affect accounting practices, we know 
even less about how accounting affects institutional multiplicity (Ezzamel et 
al. 2012). As the relationship between accounting and institutions becomes 
increasingly recognised, more research on the concepts, and rationales such 
as accountability, efficiency which demand the increasing use of accounting 
is needed (Bozanic et al. 2012).  
This research responds to the above call for research. To translate the 
governmental objectives, and aspirations of ‘value for money’, efficiency, 
accountability and transparency, the organisation took up performance 
management techniques. This research adds to our understanding of the role 
of accounting in managing the relationship between professional logics and 
the governance (state) logic. This research also highlights how accounting 
practices are perceived by professionals at different stages of implementation. 
This research is also concerned with the impossible apolitical use of 
accounting techniques. 
The research site of the study is located in the public sector landscape. The 
major regulation influence has been the requirements of using performance 
management techniques from Scottish Ministers since 1980s and the 
introduction of the National Performance Framework in 2007 by the Scottish 
Governments. We examine the professionals’ reaction to, and interpretation 
of, the increasing use of performance management techniques over the time 
spanning over two decades. We also aim to explore the unintended 
consequences of the implementation of accounting techniques and the 
relevant implications on the institutional multiplicity of the organisations.    
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3.5 Enriching Macro Institutional Logics Perspective 
with Bourdieu’s ‘Field’ 
During the early stage of fieldwork, it was found that scientific and cultural 
organisations are comprised of groups of professionals who are ‘embedded’ 
in different institutional logics. This creates institutional complexity, which 
shape organisational practices including management accounting practice 
(Kodeih & Greenwood 2013). However, previous management accounting 
research informed by NIS often conceptualise macro institutional context in 
terms of different factors on different levels (such as ‘the economic’ and ‘the 
political’ factors on ‘national level’ and ‘international level’) which are 
translated into practices on the ‘organisational level’ (such as Dillard et al. 
2004; Hopper & Major 2007).  
Dillard et al. (2004) state that the widely taken-for-granted norms and 
practices at the macro societal level are translated into field expectations, 
which act as a broad range of criteria for organisational level action. 
Following this line of conceptualisation, Hopper and Major (2007) position 
their case organisation in the macro context, mainly EU level and National 
Level agents.  
Their model, though effective in teasing out the field level power relations, is 
inadequate for this study. First, this conceptualisation treats agents (such as 
government, consultants, competitors) as components of the institutional 
environment and sources of influence, however it does not explicitly define 
the different sets of taken-for-granted norms and values (institutional logics), 
which drive the agents’ actions. Second, it does not take into account of 
different professional values in shaping different practices. When studying 
management accounting practice in the context of scientific and cultural 
organisations, other professional practices (such as research, education, etc.) 
play an important part. Third, this model assumes that organisations are 
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institutionally homogeneous and experiences institutional factors evenly 
across all parts of the organisation. This does not apply to the empirical 
context in this thesis. Different parts of the organisations react and interpret 
the management accounting practices differently.  
One important character of the scientific and cultural organisations is the 
fragmentation and the co-existence of multiple professional groups. 
Therefore, to help teasing out the institutional complexity, Bourdieu’s 
concept of ‘field’ and his study on field of cultural production is employed to 
enrich the institutional logics perspective (Bourdieu 1993).  
Institutional logics perspective (ILP) has proven to be useful in accounting 
for plurality of norms and beliefs which could provide plausible 
explanations for institutional conflicts and changes (Cloutier & Langley 
2013). Conceptualising the institutions of modern western societies as a set of 
contending institutional orders (detailed discussion see section 4.3.1), each 
institutional order prescribes different practices and beliefs (Thornton & 
Ocasio 2008; Thornton et al. 2012).  
However, institutional logics perspective does not tend to how these high-
order institutional logics co-exist with each other in specific fields and how 
fields are different due to their relative power and resources. For example, 
the field of art galleries and the field of accountancy firms are both 
incorporating professional logics and to some extent, market logics. 
However, the field of art has higher autonomy intrinsically to define their 
own performance criteria compared to that of the accountancy firms. This 
insight was addressed in Bourdieu’s study of the field of cultural 
productions (Bourdieu 1993). It is highly relevant to the empirical context 
examined in this thesis, as scientific and cultural organisations differ from 
other organisations in primarily two dimensions: institutional context, 
organisational settings. 
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Firstly, scientific and cultural organisations have complex institutional 
contexts by being embedded in multiple institutional fields. They incorporate 
both contexts of production fields as well as services fields. In the fields of 
production, manages face clearly defined provider-purchaser relations (such 
as that of the operation of botanical gift shops). In the fields of service, 
managers face less controllable environments (such as that of the provision 
of botany lessons). This distinction has direct impact on the performance 
measurement practice in such organisations.  
Secondly, scientific and cultural organisations have complex subgroups with 
distinct identities, routines, values and loyalties. For example, scientists 
publish and socialise with other scientists from different institutes but they 
share identity, routines and values. Just like medical professionals who work 
between different organisations who are loyal to the profession but no so 
much to a specific hospital. This type of subgroups therefore in theory, is less 
likely to be affected by management accounting practices such as 
performance measurement. In scientific and cultural organisations, 
subgroups such as scientists, artists are different from the visitor welcome 
team or the finance or HR teams. This creates further complexity for 
analysing new management accounting practices in such context.  
Since DiMaggio and Powell (1983), institutional field has been a centre 
concept of new institutional approach. The classic paper argues that a set of 
organisations, once emerged as a ‘field’ will become more similar over time 
due to the structuration (Giddens 1979) of the fields. Here the ‘field’ is 
conceptualised as a level of analysis between the societal level and the 
organisational level. As Friedland and Alford, (1991. p.65) note that those 
organizations that, in the aggregate, constitute a recognized area of 
institutional life: key suppliers, resource and product consumers, regulatory 
agencies, and other organizations that produce similar services or products’ 
can be regarded as a field. Field conditions heavily influence organisations’ 
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choices and actions. Organisations in one field also influence each other and 
this contributes to the diffusion of certain practice.  Hence, the three types of 
isomorphic processes – coercive, mimetic and normative – which lead to 
homogeneity (DiMaggio and Powell 1983). However, how fields differ from 
each other regarding the allocation of power is the crucial theoretical crux. 
Because of this, we have to turn to Bourdieu. 
According to Bourdieu (1993), some fields have more autonomy in defining 
their own performance criteria. In Bourdieu’s study, organisations in such 
fields of production compete for cultural legitimacy and the more power one 
field has, the greater monopoly they have over the production and 
interpretation of certain symbolic goods.  
For Bourdieu, society contains multiple and interlinking fields. Each field is 
relatively autonomous and has its own ‘fundamental laws’. However, 
different fields have different level of ‘openness’, which is the degree to 
which organisations in the field are prone to external institutional influences 
(Bourdieu 1993). For example, in his research, Bourdieu remarks the field of 
high art as ‘art for art’s sake’ and it operates mostly internally oriented, 
subjects to its internal rules. The ‘fundamental laws’ resemble the 
institutional orders (religion, family, state, market, profession, corporation, 
community) in institutional logics perspective (Thornton et al. 2012). 
Bourdieu’s work is also recognised as ‘important precursor’ in the 
institutional logics perspective. It offers a fresh perspective into the studies of 
conflict between different institutional logics (Townley 2014).  
For Bourdieu, field is in constant flux and a source for dynamism. Being 
inherently dynamic, fields are always contested and open to change, 
therefore, giving rise to institutional change. This has important implication 
on institutional theory research. Given the recent calls for bringing 
dynamism back into institutional research, Bourdieu’s concepts provide 
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helpful insights into agency, politics and interests and great potential for 
improving institutional analysis (Emirbayer & Johnson 2008).  
Bourdieu’s concept of field is one of the trio concepts (field, capital, and 
habitus) that make up Bourdieu’s thinking tool. Bourdieu summarises the 
relation of the three elements in one equation: 
[(Habitus) (capital)] + Field = practice 
Habitus is one’s disposition, the tendency to act. This is Bourdieu’s take on 
the dichotomies of social structure and human agency. Capital represents the 
position one occupies in the field. And on top of this, there is the current 
arena of play that is the field. Thus, practices are interpreted as a result of all 
these elements combined. In other words, in order to understand the ‘logic of 
action’ we need to address not only the evolving field, but also the changing 
habitus and capital.  
In Oakes et al. (1998), the authors examined the museums in Alberta, and 
analysed the changes in how the professionals understand their work 
through the use of business planning. In this process, the capital of the field 
changed and so was the identity of the professionals.  
Over the recent three decades, research in institutional multiplicity has 
furthered our understanding on organisational forms and their links with 
organisational identity and institutional logics. Due to the unique nature of 
the research site and research question proposed, Bourdieu’s concept of field 
and his study on the field of restricted cultural production provide helpful 
lens for the exploration of the use of performance measurement in the 
scientific and cultural organisations. 
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3.6 Enriching Micro Foundations of Institutional Lens 
with Group –Level Psychoanalysis 
Institutional logics perspective requires further development regarding its 
micro foundation (Thornton et al. 2012). Since most studies focus on either 
field level or organisational levels (Battilana & D’aunno 2009; Leca et al. 
2008), little is known about how individuals experience institutions (Voronov 
& Vince 2012).  
As Seo and Creed (2002) suggested agency should be conceptualised beyond 
just cognitive. This investment in certain institutional orders can be both 
cognitive and emotional. Continued emotional and cognitive investment in 
an institutional order can maintain an institutional order and disinvestment 
can lead to disruption and institutional change. Cognitive disinvestment 
have been highlighted in the institutional entrepreneurship literature 
reviewed above, factors such as social position, experience and scarce 
resources could lead to institutional changes. But also, an important yet 
previously ignored dimension is also contributing to institutional changes – 
emotions. 
The world of formal organisations and the studies on such structures have 
been informed by theories based on rational assumptions that human beings 
always maximise their economic benefit. However, gradually, research has 
acknowledged the emotional, irrational aspects of human agency as well as 
that of organisations. And this unconscious emotional aspect is the concern 
of psychoanalysis. Such studies build on the recognition that people in and 
out of organisations are emotional, sexual beings who fulfil their deeper 
unconscious desires through work and socialising at work places. 
Organisations are the sites where the broader social and cultural dynamics 
are enacted. The psychostructures of organisations include leadership, 
communications, group relations, etc. And organisations offer defences 
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against anxieties that individuals have and on the contrary, may lead 
individuals to anxiety when group dynamics change. And what’s more, 
organisations are sites where collective visions are realised. This can boost 
members’ sense of self-esteem and might also lead to power and glamour. 
Such as the theory of organisational ideal elaborated by Schwartz (1992) that 
idealised image of an organisations with desirable qualities can become part 
of members’ ego ideal and enhance their own sense of achievement and 
worth which can enable ‘irrational’ behaviours such as dedication, tolerance 
and even sacrifices. Such insights can potentially enrich organisational 
studies as well as accounting study like this one, which is informed by 
organisational theories.  
Groups are important as they can have a motivating, inspiring influence on 
individuals. Groups can also cause suffering and despair on individuals 
(Swogger Jr 1993). And as we know most work in organisations takes place 
in groups, how individuals experience group life and how group dynamics 
influence individuals are important in understanding the emotional aspects 
of institutional changes. Psychoanalysis contributes to our understanding of 
complex emotional forces which shape group life, the unconscious wishes 
and desires, the delicate networks among members, etc. And current group 
dynamic theory is highly indebted to the work of Wilfred Bion (Hampton 
1999). Bion, a practising psychoanalyst in an army hospital developed a 
theory of group behaviour. Rather than treating individual patient, he 
directed his therapy to the group as a whole. Bion’s pioneered the group 
analysis and was furthered by Tavistock Institute in London. 
Accounting research has touched upon group dynamics and shed light on 
the phenomenon that professionals (such as GPs and teachers) have formed 
absorption groups to resist the ideology of new public management 
(Broadbent & Laughlin 1998). Broadbent and Laughlin (1998) employed the 
psychoanalytic study of group dynamics by Bion from the 1960s.  
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In his book, Bion (1961) identified three basic assumptions if anyone of the 
three is held by the group at a given time can make the group  unproductive 
and could lead to stagnation and regression. When a group is holding the 
basic assumptions at any given time, it seems as if the group is closed off and 
is out of touch with reality. In contrast, a work group is a functioning group, 
which does real work. In a work group, members are aware that they need to 
develop their skill sot work together and the group operates as an open 
system, which is in constant touch with reality. A work group can be in 
‘basic assumption’ mode, namely, they come together for dependency (baD), 
for pairing (baP) or for fight or flight (baF).  
Basic assumption dependency (baD): If a group behaves as if the group is 
sustained by a leader whom seem omnipotent and omniscient then the rest 
of the members have a tendency to contribute less than they are supposed to. 
Basic assumption pairing (baP) is characterised by hope. It is by establishing 
empty hope that the future will be better than today and then only be 
followed by disappointment. This basic assumption is a defensive 
mechanism so that the group is out of contact with reality. Basic assumption 
fight or flight (baF) means that when a group is in distress the members will 
do either indifferently. If the group is pre-occupied by this basic assumption 
then no other activities can carry on.  
Working organisations can often be seen as a work group which, according 
to Bion, refers to a certain mentality of the group members. For a group to be 
a work group, members need to cooperate and communicate and make an 
explicit effort. Unlike basic assumption group, work group is beyond the 
primitive emotional level and requires rational and scientific methods in its 
approach. Therefore, constant and effective communication is required and 
members of the group need to control their frustrations and emotions to 
ensure the objectives of the organisation can be achieved.  
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However, basic assumption mentality and work group mentality always 
coexist. The permanent conflict recurs and disrupts group activities. To deal 
with such disruption, specialist work groups are created to deal with various 
basic assumption mentalities.  This is also the focus of Broadbent & Laughlin 
(1998) that organisations establish this type of groups to absorb or fend off 
unwanted intrusion, such as imposed new accounting techniques as manifest 
of public sector reforms. Examples given by Bion in real life for this type of 
groups are for example, the existence of army is to deal with the basic 
assumption fight or flight group of a country to keep the rest of the country 
more like a work group. The existence of the church is concerned with the 
basic assumption of dependency that when people are in distress and in 
need of a spiritual leader. This theory, although derived from psychoanalysis, 
was attempted to be applied in general (Board 1978).  
In Broadbent and Laughlin’s study, this type of absorption groups acted like 
buffer shielding off the intrusion while retaining the core practice intact.  
However, not all intrusions can be fended off or absorbed therefore, some 
intrusions can potentially penetrate and colonise the organisation in certain 
ways. The ‘specialist work group’ designed to absorb the intrusive changes 
turned out to actively pursue fundamental changes which made them 
‘colonisers’ rather than ‘absorbers’(Broadbent & Laughlin, 1998; p. 430)..  
The specialized work groups provide a new way of conceptualising work 
unit in organisations with does not contribute directly to the strategic 
objectives of the organisations. They are likely to sit at the intersection of 
different logics. Having access to different fields, they are positioned in an 
advantageous location with the potential to initiate and contribute to 
institutional changes. Broadbent and Laughlin (1998) pioneered the use of 
the concept ‘specialist work group’ in analysing new public sector reforms. 
They found that colonising effect is taking place in GP practices and schools. 
The attitude of GPs and head teachers towards the changes is overwhelming 
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negative. Meanwhile, the power of accounting practices as an alternative 
rationality to professional logic was not taken into account. However, a 
psychoanalysis perspective can enrich institutional perspective regarding its 
micro foundations. The institutional perspective put its emphasis on 
cognitive and conscious aspects of agency; however, psychoanalysis focuses 
on the emotional and often unconscious side as causes for human behaviour, 
in this case, group dynamics. 
Offering a new mechanism of institutional change by adding an emotional 
dimension to the model, Voronov and Vince (2012) proposed that emotional 
processes are overlooked in the analysis of institutional change, especially 
they contribute to the investment and divestment of emotions which lead to 
the maintenance, disruption and  creation of institutions. Linking the work of 
Bion’s psychoanalysis and basic assumptions with institutional work and 
institutional changes, could provide another angle by looking at the 
intersection of institutional logics. Individuals or groups who have access to 
multiple institutional fields are equipped with the potential of becoming 
institutional entrepreneurs. And in some cases, they can initiate and 
contribute to institutional changes intentionally and unintentionally.  
Voronov and Vince (2012) argue that emotional dimension is neglected in the 
micro foundation of institutional theory and emotions can have significant 
influence on institutional change through the mechanisms of institutional 
work. Informed by psychoanalysis, in particular, theory on group behaviour 
by Bion (1961) on the unconscious and emotional process intra-group 
emotional dynamics can enrich our understanding of micro foundation of 
institutional theory. Taking into account the input of the emotional processes 
could potentially enrich the concept of agency (Voronov & Vince 2012).   
Previous work on institutional theory and institutional change emphasises 
on the cognitive side of human agency while overlooking the emotional 
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dimension. By incorporate emotions into the model of institutional change 
provides a new way of conceptualising institutions and the dynamics. Also, 
group dynamics and emotions can be the important step missing in between 
the field level and the individual level analysis. Voronov and Vince (2012) 
introduced a model which incorporates emotions into the individual level 
analysis which links to institutional change through institutional work (see 
figure 5). 
 
Figure 5 Relational Analysis of Emotions, Cognition and Domination in the Context of 
Institutional Work 
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3.7 The Integrated Theoretical Framework 
Institutional theory has been under continuous evolution in the past three 
decades gaining sophistication (Cloutier & Langley 2013). It started its 
journey from a predominant focus on legitimacy, isomorphism and 
decoupling to a detailed cross-level theoretical framework which addresses 
concepts such as institutional multiplicity and complexity (Cloutier & 
Langley 2013).  
Institutional theory has moved from focusing on the conforming to external 
requirements to a more fluid conception of institution (Thornton, Ocasio, and 
Lounsbury 2012). The much discussed embedded agency problem has led to 
a further shift of institutional theory from a rigid view of agency to a more 
recursive view that while institutions shape human behaviour, they are also 
products of human actions (Thornton et al. 2012).  
However, Thornton et al. (2012) calls for further research to enrich the 
institutional logics perspective with inputs to both the macro level and the 
micro level. This thesis aims to do so by employing Bourdieu’s concept of 
field at the macro level to bring the fluidity to the current rigid 
conceptualisation of institutional logic. And by employing concepts from 
psychoanalysis, especially Bion’s work on group dynamics, this thesis aims 
to enrich the micro foundations of institutional thinking with emotional and 
unconscious process which was previously neglected in institutional 
research (Croft et al. 2014; Voronov & Vince 2012). With the input from 
Bourdieu’s concept of field and group dynamics and emotion from 
psychoanalysis, this thesis aims at developing an integrated cross-level 
theoretical framework which can inform the analysis of the empirics to 
answer the research questions.  
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CHAPTER 4. RESEARCH METHODOLOGY 
 
Having outlined the interpretive management accounting research and 
institutional theoretical framework that inform this research, this section 
outlines the methodology and research methods adopted. I begin with an 
overview of the research design and justification for choosing such a design 
before outlining how the data was collected, analysed and theorised. This 
chapter lays out the methodological foundation for the following chapters 
with document the research findings arising from such research 
methodology.  
4.1 Overview of Research Design 
This thesis is motivated by the rare opportunity to study one scientific 
organisation in depth longitudinally regarding their management accounting 
practices and use of performance management techniques, and the fields that 
the organisation is embedded in.  Apart from access to the case organisation, 
the researcher was granted opportunities to visit and interview other 
organisations in the same field. This level of access has provided a unique 
opportunity to study the micro dynamics of longitudinal management 
accounting change as well as the macro environment and context that shape 
the change processes.   
The research project was originally designed to be a single in-depth 
longitudinal case study in one of the world leading scientific botanic garden 
focusing on the micro dynamic of accounting change. Serendipity has played 
a part in expanding the research design to incorporate a field survey. At the 
end of 2012, when the participatory observation was finished at that stage in 
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the case organization, it was discovered that in order to develop a better 
understanding of the case organisations, the macro context of the case 
organisation needs to be better conceptualised, especially the institutional 
complexity which shapes the change process. 
The opportunity to expand the research design presented itself in November 
2013 when the researcher was invited to attend a workshop hosted by the 
case organisation with participants from the Scottish Government, the 
National Library of Scotland, the National Galleries of Scotland, the Scottish 
Environmental Protective Agency, the Scottish National Heritage, the 
Crofting Commission, the Royal Commission on the Ancient and Historical 
Monuments of Scotland (merging with Historic Scotland during the research 
process), and Ordnance Survey Ireland. The agenda of the day was to share 
experience on management accounting issues such as performance 
measurement. Despite the fact that some attendees had travelled hours on 
the train or flying in from Ireland, the atmosphere was informal and 
engaging. The researcher was able to communicate with the representatives 
from the participating organisations in both formal and informal settings.  
During the workshop, it was clear that other scientific and cultural 
organisations in the field of the case organisation were clearly influenced by 
the management accounting practices developed and implemented in the 
RBGE. But how and why were intriguingly unclear. Some of them were keen 
to ‘have something similar’ in the area of performance management. The key 
field level authority – Scottish Government – recognised the management 
accounting practices in the Royal Botanic Garden Edinburgh as superior and 
encouraged the development of similar practices in other participating 
organizations. And other actors in the field responded to this field dynamics 
in various ways. Some attendees provided some fascinating insights to the 
researcher and others expressed some concerns during casual conversations 
held during the breaks. There and then, I decided to broaden the scope of the 
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empirical investigation and include some other scientific and cultural 
organisations and their performance management practices.  
As a result, following the workshop, several organisations were surveyed: 
National Library of Scotland, National Galleries of Scotland, National 
Museums of Scotland, Scottish Environmental Protective Agency, Scottish 
National Heritage, Historic Scotland, and a comparative organisation 
Crofting Commission. The main reasons are as follows: these organisations 
are mainly made up of professional with a strong professional logic (may it 
be botanical sciences, horticulture, environmental sciences, library 
management, natural and art history, etc.) except the Crofting Commission (a 
small organisation which reviews crofting applications). These organisations 
also serving public needs by providing a range of services (such as visitor 
attraction, education, etc.), which subject them to work under the pressure of 
being ‘cost-effective’ and ‘efficient’. At the same time, they are all required by 
the Scottish Government to adopt performance management techniques and 
provide better public engagement, which is source for political pressure. 
Such complex institutional environment shared by the case organisation as 
well as the additional organisations surveyed later in the research process 
made it possible to ask more research questions and to provide satisfactory 
answers to these questions. 
Several key research questions were identified and added to the research 
design. The research questions guided the research process were: 
1. What are the multiple institutional logics at play in the field of scientific 
and cultural organisations? And what are the different fields these 
organisations are embedded in? 
 2. How do scientific and cultural organisations cope and respond to the 
multiple institutional demands? 
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3. How do management accounting practices shape the field and alter the 
dynamics of the multiple institutional logics? 
4. How do the multiple institutional logics shape management accounting 
change processes? 
5. What is the role of emotion and unconscious processes in management 
accounting and institutional changes? 
6. What is the role of visual elements in institutional processes? 
The research design includes two main components: a case study and a field 
survey. The case study approach was adopted for the main case organisation 
– the Royal Botanic Garden Edinburgh. Although two different approaches 
were adopted in data collection, the data analysis was conducted in an 
inductive and integrated way. The analysis and findings of the case study 
and the field survey inform each other and validate each other. It is an 
iterative process going back and forth between the two components of the 
empirical study. The two components tell one story and paint one picture of 
the performance management practices in the scientific and cultural 
organisations in the Scottish public sector.  
In the next section, I first describe the case study approach adopted and the 
subsequent field survey conducted before I describe how data was collected, 
analysed and theorised.  
4.2 Case Study Approach 
With the acknowledgement of factors such as power and institutions as 
critical to individual and group behaviour and the change processes, this 
thesis parts its way with positivist and functional view of practices, and takes 
up a social constructionist position.  Such a position is not interested in 
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predicting the future or testing hypothesis, it is interested in documenting 
how certain ideology and meanings have become taken-for-granted and thus 
shape practice (Trevor Hopper & Powell 1985). In addition to the basic 
assumption that organisational world is socially constructed (the ontology), 
this thesis assumes that people constructing their organisational realities are 
knowledgeable agents and they can explain their thoughts, intentions and 
actions. The researcher takes on the role of giving an adequate account of the 
people’s experiences (Gioia et al. 2012). 
This research is interested in how people interpret and perceive certain 
management accounting practices and changes in the broader institutional 
environment. The focus on meaning and interpretation lends the research to 
a qualitative approach. To gain detailed and in-depth understanding, a 
longitudinal case study was conducted and observation and interviews were 
chosen to be the most appropriate methods since they allow detailed and in-
depth investigation of the phenomenon at hand and allow interaction with 
actors in the field to gain understanding about how and with what effect, 
management accounting practices, such as performance management 
techniques have, in their respective social and institutional context (Bryman 
& Bell 2011).  
It is the researcher’s responsibility to be reflexive and to be explicit on his or 
her research approach and designs. Also, the research approach and designs, 
to a large extend influence the research content. Claiming an inductive 
qualitative research approach always elicits post hoc rationalisation of a 
probably somewhat accidental decision. By approaching data with loose, 
multiple potential theoretical framing possibilities, the researcher is able to 
identify a suitable theory (Otley & Berry 1994). Therefore, the researcher did 
not go into the field with a pre-set idea of what theory to use to frame the 
findings. In line with the social constructivist approach, this approach allows 
the exploration of the social, the societal and the political in management 
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accounting (Burns & Vaivio 2001) and perhaps this is why case studies have 
become the dominant approach in the interpretive management accounting 
research (Baxter & Chua 2003).  
Data analysis and theorisation was conducted in a highly iterative way 
which seeks to develop existing theory. By systematically coding, identifying 
emerging themes and theorising, data was allowed to ‘speak for itself’.  
Although not intended as a piece of ethnographical research, this project 
resembles in many ways and takes inspiration from it in many respects. For 
example, observation and experiential data play an important part in the 
analysis. The researcher participated in the field for a prolonged period of 
time. Different from the typical research participant in most ethnographical 
studies, my initial involvement in the field (from August 2010 to August 
2012) could be labelled as ‘total participant’ when I was first and foremost a 
participant, an employee. The position as a total-participant is often criticised 
about the risk of developing too much intimacy with a field and lose 
objectivity, which is crucial to scientific inquiry. However, as a newly 
graduate student from China being employed into an institution with mainly 
Scottish and middle aged employees, I was never really an ‘insider’.  
Significant cultural gap existed between the researcher and the organisation 
which presented enough trust from the other employees to behave and 
express to the researcher, but also grant the researcher enough independence 
and detachment from the ‘happenings’. The researcher’s appointed job 
position was not located in any department; rather, working as an assistant 
to the director of corporate services division directly, the researcher was not 
part of any professional ‘clan’ in the organisation. This has allowed 
objectivity as an outsider and to observe the process unfolding in different 
divisions and among different groups of actors.  
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One important source of research motivation comes from the discrepancies 
observed during the two year’s participation period, between the kind of 
accounting practices in accounting textbooks and the kind observed in real 
life, especially how the explanation for such discrepancies lie beyond the 
technical, reaching into the social, the political and the institutional. This 
unique job experience provided the research with a unique opportunity and 
access to conduct an in-depth case study of management accounting changes 
in the organisation on a micro level as well as the field on a macro level. To 
validate the observation, interviews were conducted and documents were 
collected.  
The research process is inductive, interpretive, iterative and theoretically 
informed. I use inductive and embedded longitudinal case study with 
multiple data sources for my main case study.  
With the ethical approval from the university as well as case organisations, 
first stage data collection was conducted in the Royal Botanic Garden (RBGE), 
an 80% government funded body (the rest comes from research grants, 
capital grants and self-generated income), is a public sector organization 
with a highly qualified staff in four divisions (Science, Horticulture, 
Corporate Services and Enterprise) contributing to multiple strategic 
objectives (e.g. research, education, conservation, visitor management, 
income generation, etc.). It has four regional gardens across Scotland with 
over 800,000 visitors each year. The RBGE holds one of the richest living 
collections of plant species in the world. It is a world-renowned centre for 
botanic science with the world’s largest research groups of plan taxonomists 
and the widest botanic education programs.  
RBGE has roughly 200 staff from a variety of disciplines, contributing to its 
strategic objectives and functions. The researcher was employed in a junior 
position in the Corporate Services division for two years from 2010 to 2012. 
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Participative observation was conducted during this period. Taking 
advantage of the position, the researcher was able to observe other 
employees’ interaction with the new management accounting practice, the 
daily individual activities (report generation), weekly and monthly collective 
activities (formal meetings and informal discussions). Notes were taken 
during the process. Because of this experience, rapport was built with staff 
members in all four divisions. This has led to full access to the case 
organization even after the researcher had left the organization. Interviews 
were conducted from 2013 to 2014 to explore new themes and to verify 
earlier observation.  
Subsequently with the help of the RBGE, the researcher was able to secure 
access to other cultural and scientific organisations, which are also located in 
the Scottish public sector. Because of the limited time and resources, these 
organisations could not be investigated in a way as in-depth as the main case 
study in the RBGE. Instead, the research chose to conduct a field survey. The 
researcher collected documents through their website for basic information 
about their organisational structure, their published annual reports and 
corporate plans. When they are not available on the websites, the researcher 
emailed requesting these documents. Because of the Freedom of Information 
(Scotland) Act 2002, all email enquiries were dealt with in less than two 
weeks’ time.  
After collecting and analysis these documents, the researcher emailed to 
invite the key personnel responsible for producing corporate plans to 
interview. They are normally the managers who oversee the performance 
management practices in their organisations. The approach adopted was 
similar to ‘snowball sampling’ when the researcher asked interviewees to 
suggest and introduce further candidate suitable for interviews on the 
research topic. In this process, the researcher found that managers in charge 
of the performance management practices in the field of scientific and 
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cultural organisations have an informal network in which they communicate 
and exchange developments regarding corporate planning and performance 
management. As a result, candidates for interviews were targeted and 
approached by the researcher. These lines of enquires were then followed up 
by further email correspondence.  The fieldwork was finished at the end of 
2013 and the researcher was satisfied that saturation was reached in the sense 
that the similar answers from interviewees from across organisations in the 
field could be expected and the research questions set out could be answered 
with satisfactory and theoretically informed answers. 
4.3 Data Collection 
4.3.1 Overview 
Having outlined the research design, this section provides the details on how 
data was collected. The following table shows a summary of the 
organisations included in the data collection process and the methods of data 
collection employed in each organisation.  
Table 1 Summary of data collection 
Organisations Data Collected 




National Library of Scotland (NLS) Interviews, documents 
National Galleries of Scotland (NGS) Interviews, documents 
Scottish Environment Protective Agency 
(SEPA) 
Interviews, documents 
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National Heritage Scotland (NHS) Interviews, documents 
Historic Scotland (HS) Interviews, documents 
Crofting Commission (CC) Interviews, documents 
Roundtable with representatives from 
Scottish Government (funding body) 
and the above organisations 
Workshop participation 
 
To start the investigation of the macro context of the field, the researcher first 
decided to collect as much publicly available information produced 
regarding corporate planning and performance management as possible. 
Data was collected from websites and published reports (such as annual 
reports, corporate plans and performance reports, etc.).  
Because the boundaries of fields can be difficult to define, especially the 
scientific and cultural organisations under investigation clearly differs from 
other public sector organisations such as NHS or Schools. Initially, all 
Executive Non-departmental Public Bodies (NDPBs) were included in the 
first round of data collection sample. Executive NDPBs, according to the 
definition from Scottish Government website, are organisations which carry 
out administrative, commercial, executive or regulatory functions on behalf 
of Government.  They are normally established by statute; they employ their 
own staff, which are not civil servants, and manage their own budgets; and 
are accountable to a board whose members are normally appointed by 
Ministers. Focusing on performance measurements, all relevant performance 
information was manually extracted and gathered for later analysis. When 
performance information was not available from publicly available sources, 
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email requests were sent out to these organisations. Thanks to the Freedom 
of Information Act (2002), all the requests were answered within two weeks.  
Content analysis was carried out on all the performance information 
collected and what was immediately obvious was that the amounts of 
performance information contained and disclosed differ greatly from some 
organisations to some others. For example, organisations such as Care 
Inspectorate, Police Complaints Commissioner for Scotland, Scottish 
Criminal Cases Review Commission and Risk Management Authority have a 
much higher amount of performance information than organisations such as 
National Museum of Scotland, National Galleries of Scotland, and National 
Library of Scotland. Another difference lies in the amount of details 
contained in the reports. It was soon discovered that despite the fact that 
these organisations are categorised as NDPB with the same governance 
structures, they differ significantly in the performance management practice 
and performance information published.  
One type of the organisations have clearly defined, often singular mission 
which can be drilled down to various levels of performance targets and 
measurements. In this case, performance reports often contain abundant 
quantitative performance information. While the other type of the 
organisations, on the contrary, have multiple audiences and multiple 
objectives and were often providing more narratives and less quantitative 
performance information. This led to the questioning of the appropriateness 
of grouping the NDPBs as one field. Although these organisations report to 
one framework (NPF 2007, 2011) and are required to have similar 
governance structure, they differ greatly in nature and the institutions the 
organisations are embedded in. This draws the researcher closer to the 
explanation offered by the concept of ‘institutional field’, especially with 
Bourdieu’s study on fields of cultural production (Bourdieu 1993). This led 
the researcher to narrow down the sample organisations in the first sample 
Page 98 of 240 
 
to only include organisations similar to the case organisation that operate in 
similar fields with similar institutional logics. The findings from this part are 
discussed further in chapter five.  
As a result, further data collection was carried out using interviews with 
some of the scientific and cultural organisations in the same institutional 
field with the RBGE.  Formal interviews were taped and transcribed. 
Informal interviews were recorded using field notes. 
In summary, data was collected over a five-year period and comprises 
primary data and secondary data. Primary data mainly was gathered using 
participant observation, interviews, proprietary and public documents. 
Secondary data included archival documents and texts that date back to 1989 
when the case organisation first conducted corporate planning activity. The 
data was collected in a largely inductive manner.  
4.3.2 Participant Observation 
The researcher was employed in a junior administrative position in the 
corporate services division of the case organisation on a full time basis from 
August 2010 to August 2012. Therefore, no research plan or research 
questions were proposed. However, this period of experience and 
observation was important in a number of ways. First, two years was spent 
in gaining in-depth knowledge of the organisation; subsequently, this 
experience helped the researcher to identify the key actors in the study and 
the critical points in the timeline. Second, the immersion period allowed the 
researcher to reflect on employees’ experiences of the change 
contemporaneously.  Although no formal interviews or observation were 
specially documented for the purpose of this study, important details were 
recorded in the monthly report that the researcher produced as part of the 
job requirement. Third, an important aspect of the researcher’s job 
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description in the case organisation was to facilitate communication between 
divisions. Thus, the researcher has spent a significant amount of time talking, 
either face to face or over the phone, with various actors in all departments 
on a regular basis. Fourth, as a coordinator of the new system, the researcher 
had email correspondence with all key actors involved in its design and 
implementation throughout the period of employment. Working notes taken 
form part of the data for this case study.  
4.3.3 Interviews 
Key actors’ discourses are important data in this study, especially those of 
the senior manager and directors. However, due to the junior position of the 
researcher, senior management meetings and conversations were not 
accessible. To address this issue, interviews were later conducted mainly 
with managers at senior level. Interviews were conducted in two stages. The 
first stage was in late 2012 with the main purpose of narrowing down the 
research scope. The second stage was from late-2013 to mid-2014 when the 
main objective was to collect interview data that complemented and verified 
the observation and textual data.   
All interviews began with investigating the interviewee’s background, 
position and tenure in the current job. The interviewees were then directed to 
talk about their experience and understanding of the management 
accounting change and the implications of the new system to the 
organisation and themselves. Questions were directed in an ambiguous 
manner, which gave the interviewee the power to lead the interview in the 
direction. The interviewees were encouraged to expand and clarify their 
statements whenever possible. To ensure the flow of the conversation, the 
researcher prepared a bank of questions. Ten out of the twelve formal 
interviews were taped and transcribed. Interviewees are sequenced using a 
general job title and a sequence number instead of names to guarantee 
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anonymity. Four informal interviews were conducted off-tape with interview 
notes taken.  As a research institution itself, the case organisation was fully 
co-operative. The researcher took advantage of previous working 
relationships with staff and was able to gain full access. A key fob was 
assigned to the researcher as a long-term visitor, which allowed the 
researcher visit at any time and knock on anyone’s door in the focal 
organisation.  As a result, numerous informal ‘chats’ of various lengths were 
conducted at the convenience of the interviewees without audio recording. 
Notes were selectively taken after these conversations. It was clear during 
the data collection that the most informal and casual conversations yielded 
the most theoretically interesting data.  
With the insights from the RBGE interviews and informed by institutional 
theory (institutional work) and the specialist work group literature rooted in 
psychoanalysis, further data collection was conducted in several scientific 
and cultural organisations: National Library of Scotland, National Galleries 
of Scotland, National Museum of Scotland, Scottish Environmental 
Protection Agency, Historical Scotland, Scottish National Heritage as well as 
a comparison organization- Crofting Commission. One interview was 
conducted with the person in charge of dealing with performance 
management and reporting in these organisations. Each interview lasts from 
one hour to 75 minutes. Follow-up questions were communicated through 
email correspondence. Combining the two years of participatory observation 
in RBGE, data is transcribed and analysed in an inductive way to general key 
themes and relationships between these themes.  
4.3.4 Proprietary Documents  
To trace the historical development of the management accounting change, 
archival documents dating back to 1988 were collected. Special attention was 
given to the period between 2007 and 2013 when the new management 
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accounting system reached maturity. Despite being employed in a junior 
position, the researcher had access to minutes of directors’ meetings and 
senior management team meetings. The technical details of the management 
accounting changes were carefully documented in an electronic archive since 
2007. The research has full access to this archive. Various other internal 
documents were collected after the employment period including internal 
monthly performance reports, individual employee timesheet records, 
organisation newsletters and archives of the trial system and transition 
system snapshots2.  
4.3.5 Public Documents 
Various types of public documents were collected, including publicly 
available corporate plans and annual reports. Scottish Government and some 
other Scottish public sector organisations have expressed their interest in the 
innovation. Draft reports have been circulated among these organisations. 
Further international (China, Singapore, Malaysia, the US) attention was 
gained as a result of the four practitioner-oriented journal articles published 
in professional magazines(Macnab & Mitchell 2016; Macnab et al. 2010; 
Macnab & Mitchell 2010; Macnab & Mitchell 2014), which focus on the 
technical aspect of this management accounting innovation and advocate for 
the benefit of adopting such a system in other contexts.  
One PhD thesis titled ‘Can the Balanced Scorecard supported by Strategic 
Objective Costing improve the Governance of Public Sector bodies such as Botanic 
Gardens?’ was successfully submitted by the Director of Corporate Services 
to the University of Edinburgh in 2011. Using an action research method, this 
thesis documents the detailed historical development of the performance 
management system and argued for the usefulness of the balanced scorecard. 
It focuses on the technicality of the system rather than the behavioural 
                                                 
2 The RBGE granted access to these documents after the employment period had ended. 
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aspects of the key actors. Nevertheless, the director of corporate services 
conducted some interviews regarding critical decisions during the 
development process. These interviews mostly took place before the 
researcher’s employment and provided valuable secondary interview data.  
4.4 Data Analysis 
All interviews, field notes and extractions of documents were typed up for 
further coding. The basic principle of thematic coding is to identify incidents, 
events, pieces of information and group them to specific themes (Bryman 
2012). Initial themes were subsequently supplemented and sometimes 
replaced by emerging themes and subthemes following an iterative process. 
Data was coded in three levels of themes: first-order, second-order and third-
order. This approach reflects the increasing level of abstraction and 
theorisation (Gioia et al. 2012).  
The prolonged engagement with the case organisation was particularly 
helpful in addressing ‘why’ and ‘how’ questions and in deriving theory from 
empirics through iteration processes. Themes come from both potential 
theoretical framework and data (Ryan & Bernard 2003). 
Data coding started with transcribing. First round of coding was conducted 
in a bottom-up approach. The researcher attempted to use Vivo for data 
analysis; however, during the first round of analysis, the software did not 
improve the efficiency or the effectiveness of the coding process. As a result, 
the researcher decided to do the coding manually.   
Data transcription and field notes were read repeatedly so that by the end of 
the first round of coding, the research was very familiar with the data. 
Together with the intimate knowledge of the case organisation acquired 
through prolonged participative observation, the researcher was comfortable 
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with the themes and key concepts emerged from the coding process. At the 
end of the first round of coding, data was grouped into categories of 
concepts and then higher order themes were developed with increasing 
abstraction.  
Second round of coding employed a top-down approach. Starting from the 
theoretical concepts and data was categorised into themes and categories 
according to the pre-set concepts. Both rounds presented very similar 
findings. Then, data was dissected and analysed according to the position of 
the interviewees. It was found that although senior management tend to be 
more political in their statement, a stronger pattern of their discourse was 
found to be determined by their professions. 
‘Concepts are precursors to constructs in making sense of organizational 
worlds – whether as practitioners living in those worlds, researchers trying 
to investigate them, or theorists working to model them (Gioia et al. 2012, 
p16).’ Concepts came from coding and theorising, which built constructs to 
making sense of the research findings.  
It was found that, different perceptions and interpretations towards 
management accounting changes are closed linked to the professional 
groups that they belong, i.e. profession/occupation. This has confirmed that 
the choice of the institutional logics perspective was a good fit.  
For example, science logic dominates Science Division in RBGE and this has 
led to a shared understanding of management accounting change as 
primarily a legitimacy seeking practice. However, their scientific approach 
also led the scientists to question the logics of accounting rather than just 
leaving it to the accountants. This is different from the horticulture logic. 
Horticulturists prefer to avoid the discussion into the technical details of 
accounting. They express a deep discomfort regarding the ideology such 
calculative managerial practices represented. On the contrary, employees 
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from Corporate Services and Enterprise Divisions express very little conflict 
between the rationality presented by management accounting and their 
professional values. They see managerial techniques as necessary both in 
internal management and external stakeholder relationship management. 
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CHAPTER 5. PERFORMANCE MEASUREMENT IN 
THE FIELD OF SCIENTIFIC AND CULTURAL 
ORGANISATIONS 
 
The objective of this chapter is two-fold. The first objective is to examine the 
institutional complexity (Greenwood et al. 2011) in the field of scientific and 
cultural organisations. This lays the foundation for empirical findings in the 
following chapters on organisational and intra-organisational investigation. 
The second objective is to explore whether the use of performance 
measurement in this field reflects the complexity of the macro institutional 
context.  
5.1 Introduction 
According to the institutional logics perspective, the norms and values take 
centre stage and shape agents actions (Thornton et al. 2012). Research in 
institutional logics perspective have shown how organisations are often 
embedded in multiple institutional fields and have multiple institutional 
logics prescribing sometimes incompatible practices and actions (e.g. 
Battilana and Dorado, 2010; Pache and Santos, 2010; Zilber, 2002). However, 
the use of the concept of ‘field’ has rarely been articulated in detail. Here, I 
adopt the Bourdieu Sian concept of ‘field’, which has significantly influenced 
the concept of ‘field’ in institutional theory (DiMaggio 1979) even though it is 
rarely explicitly recognised (except Oakes et al. 1998 and Hardy and Maguire 
2010).  
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Organisations such as the scientific and cultural organisations investigated 
here are producing what Bourdieu (1984) calls ‘symbolic goods’. These 
organisations’ most important output is cultural production rather than 
economic production because they are, first and foremost, public sector not-
for-profit organisations providing public services.  
Bourdieu, in his study of the field of cultural production, distinguished 
between restricted cultural production and large-scale production. These two 
oppositions form a spectrum, which, on one end has total autonomy and the 
other end, very little autonomy. Autonomy here is defined as the ability to 
reject external determinants and obey only the logic of the field (Bourdieu 
1993).  In the most perfectly autonomous field, the only audience of 
production is other producers (e.g. symbolist poetry). The field of restricted 
production has the inversed principles of that of business in which profit is 
not pursued and there is no guarantee of getting monetary gains from 
investments. Bourdieu labelled this issue ‘economic world reversed’ 
(Bourdieu 1993).  
The field of restricted production is characterised by its ability of developing 
its own criteria for evaluation (Bourdieu 1993). This power of defining its 
own criteria for production is an important aspect that has been neglected in 
many performance measurement studies in the public sector. These studies 
often grouped organisations in the field of restricted production and 
organisations in the field of large-scale production together with the 
assumption that these organisations can be measured with a set of externally 
determined standards to the same extent. However, this is not true, 
especially for the organisations under investigation in this thesis, which are 
and always have been given the autonomy to define criteria for their own 
performances. For example, a public art gallery cannot be measured using 
the same criteria with those of a park. The most important measurement of 
the performance of a public park might be its visitor numbers; however the 
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performance of a public art gallery can be education, cultural inspiration as 
well as visitor attraction. The ultimate performance of a public art gallery can 
only be judged by its peer, in another term, other actors within the same 
institutional field.  
According to the concept of field in neo institutional analysis, organisations, 
which have similar resource providers, regulatory agencies and consumers, 
could be regarded as a field. Therefore, NHS has been regarded as one field, 
school system in one country as one field, charities as one field. This is 
largely unproblematic as one profession dominates and one mutual highest 
objective of the organisations (such as curing the sick, educating the young) 
can be identified. However, organisations such as museums, libraries, 
galleries, botanic gardens, environmental agencies, are grouped together 
under one performance framework, as they are mostly ‘one of a kind’ in their 
own right.  
Combining insights from Bourdieu’s concept of field and institutional 
theoretical approach, this chapter explores the relationship between the 
fields and the use of performance measurements in cultural and scientific 
organisations such as botanic gardens, galleries and museums which are 
within the public sector setting with strong professional orientation and 
historically have enjoyed high autonomy.  
To analyse the performance measurement practice in the scientific and 
cultural organisations, it is important to recognise that organisations of this 
kind have different levels of autonomy in deciding the performance criteria. 
And different divisions in these organisations have different levels of 
autonomy in deciding their performance criteria as well. The more autonomy 
organisations enjoy, the less they are open to external evaluation (Bourdieu 
1993). This creates complexity and difficulty in applying performance 
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measurement and other managerial techniques which serve the stakeholders 
outside the institutional field rather than the actors embedded in the field.  
5.2 Performance Measurement in the Field of 
Restricted Cultural Production 
One prominent feature of New Public Management (NPM) is the increasing 
importance of performance measurement (Hood 1995; Hood 1991; Lapsley 
2008). Various government initiatives have advocated or coerced the use of 
some elements of performance management, especially performance 
measurement. At the international level, new public management has been 
underway in OECD countries for decades. It is suggested that during the 
past 30 years, NPM has, despite criticism, integrated into the thinking about 
the public sector (Bogt & Budding 2010). NPM thinking is regarded as ‘better 
practice’ and therefore, normative pressure is present for the public sector 
organisations to ‘brush-up’ its management techniques.  It is now common 
practice for public sector organisations to have some performance 
measurement practice in place. However, the drawbacks of PM make public 
sector organisations clumsy in its use (Arnaboldi et al. 2015). However, 
different types of organisations might have different difficulties in using the 
new performance management techniques. One of the reasons is how to 
manage organisations, which are producing intangible and mostly 
immeasurable outputs. 
 ‘Objects for management control are decreasingly labour power and 
behaviour and increasingly the mind-power and subjectivities of employees’ 
(Alvesson & Deetz, 2006, p.256). This is especially relevant to the 
management of the cultural and scientific sector of the public sector. In the 
climate of NPM, the management of people through the use of performance 
management techniques can be problematic and challenging for 
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organisations, which are reliant on the professionals to work independently 
and mostly autonomously (Oakes et al. 1998). 
Inspired by Bourdieu’s work ‘The Market of Symbolic Goods (Bourdieu 
1993)’ and his concepts of ‘field of restricted cultural production and’ and 
‘large-scale cultural production’. The scientific and cultural organisations 
under investigation in this study are located primarily in field of restricted 
cultural production while becoming more subject to the criteria of a large-
scale cultural production. One important feature of the field of restricted 
production is that this field tend to develop its own criteria for evaluation 
and the level of autonomy of this field is determined by its power to define 
its own criteria for cultural production and evaluation (Bourdieu 1993). 
Hence, the more power a field has the more inward oriented the 
performance measurements will be.  
However, an interesting dilemma emerges. The organisations under 
investigation are first and foremost, public sector organisations with an 
identity given as public servants. The intended audience is the public, which 
is one major source of legitimacy. However, these organisations have at least 
another important main audience they need to attend to which also is a 
major source of legitimacy: their peers. This dilemma creates complexity for 
choosing performance measurement if they were to adopt new performance 
management techniques. These organisations could also be characterised as 
being embedded in different institutional fields and have multiple 
institutional logics at play. How these organisations deal with this dilemma 
is reflected in how they conduct such performance management practices.  
For example, Pettersen (2001) examines the budgeting change in the 
Norwegian hospital sector and concludes that more ambiguity will occur 
under the new funding system because leaders as clinical level had different 
interpretation of the model than the government intended. Also looking at 
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Norwegian hospital, Modell (2001) found both legitimacy-seeking and 
efficiency enhancing rationales in senior managers’ rhetoric, hence 
suggesting the relevance of an institutional perspective. Another example is 
the increasing customer orientation in the public sector. Combining critical 
and institutional theories, it is found that customer oriented control 
mechanisms can narrow control down to measurable aspects in Swedish 
central government agencies which can lead to unintended consequences 
(Wiesel et al. 2011). Also on customer orientation, Modell (2005) provides an 
explanation to why it is difficult for Swedish higher education to translate 
the public sector consumerism into performance measurement practices. It is 
because, on the field level, incompatible institutional pressures cannot be 
accommodated. This strand of literature is ample and growing.  
This chapter contributes to the literature by offering insight into a field that is 
characterised by institutional complexity and into how performance 
measurement is designed and used by organisations in this field. Drawing on 
institutional logics as theoretical framework, with input from Bourdieu’s 
work on field and on cultural production, this chapter provides some 
explanation to the difficulties of PM use in this complex institutional 
environment and discusses the consequences of the continuing use of 
performance measurement this way, especially the effect performance 
measurement has on professionals and their work. 
Three organisations and their published performance information are chosen 
to illustrate the design of PM.  
First, I discuss the political and regulatory environment of the scientific and 
cultural organisations, as this is the first major source of legitimacy and 
funding. Then, I borrow Bourdieu’s concept of ‘restricted field of cultural 
production’ to discuss and explain the cause of practical difficulty of 
performance measurements in scientific and cultural organisations. Three 
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examples were proposed to illustrate: Royal Botanic Garden Edinburgh, 
National Library of Scotland and National Galleries of Scotland.  
5.3 Political Environment 
Institutional theory, especially the neo-institutional theory, offers a structure 
for analysing organisational context (Dillard et al. 2004). Rather than 
claiming organisations are the consequences of their environment, 
organisations are shaped and influenced by institutional forces. Hopper and 
Major (2007) adapted the institutional neo-institutional theory as a 
framework to analyse the institutional environment that the company is 
situated. They distinguished several levels of analysis, the economic and 
political level, the organisational field level and the organisational level. This 
hierarchical structure is particularly useful as a starting point to tease out the 
complex institutional arrangements and structures of the Scottish public 
sector where the scientific and cultural organisations are located. Thus, this 
helps situate the performance measurement and management practices, 
which are the empirical focus for this thesis. 
UK-wide public sector reform goes back to the ‘Financial Management 
Initiative (FMI)’ in the 1980s. FMI required all departments to define 
objectives and set output measures. It was then taken forward in the ‘Next 
Steps’ Initiatives in the 1990s. Hood (1991, 1995), drawing from both 
international and UK experience, characterise the changes as the imposition 
of a new logic of seeing the resource providers as ‘purchasers’ and the 
service units as ‘provider’ whose actions are confined by contracts.  This 
could also be understood broadly as a movement from an ‘equality-oriented’ 
basis towards a more ‘business like’ approach (Broadbent et al. 2002). This is 
a source of coercive pressure, which led to the implementation of accrual 
accounting in the early 2000s as well as the increasing amount of reporting 
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that the case organisation has to prepare quarterly and annually. In the 
analysis of a Portuguese telecommunication company and their adoption of 
activity-based costing,  
Since 1982, more than two dozens of initiatives were introduced in different 
parts of UK public sector.  For example, Citizen’s Charter programme, which 
was introduced in 1991, asked public units to develop performance 
indicators and report on performance of service delivery. A series of White 
Papers (1995, 1999) and Spending Reviews (1998, 2000, 2002, 2004, and 2007) 
were published during the last two decades reinforcing the theme of 
improving public sector performance by focusing on improving budgeting 
and performance measurement system. The public sector benchmarking 
initiative (1996, 2000) aim to identify areas for improvement and share best 
practices within the public sector. ‘Choosing the Right FABRIC’ Initiative 
(2001) aims to provide a guide with a clear set of criteria for departments to 
develop better performance measurement systems.  
It is in this political climate that Scotland participated in this wave of reforms. 
To increase transparency and accountability, the Freedom of Information Act 
was passed in 2002 in Scotland (it was passed in 2000 in England), which 
signified that all public sector organisations should be ultimately open to 
enquiries of the public. Not necessarily in sync with the rest of the UK, 
various other initiatives to improve service quality have been carried out in 
the last decade. Over time, every part of the public sector has subjected to the 
subtle change of (the importance of) audiences. The National Performance 
Framework (NPF) was first published in 2007 and clearly established the 
importance of performance measurement in the operation of public sector 
organisations as well as the accessibility of this information to the public. 
Alignment with it through strategic planning and performance management 
is required by all public sector organisations. 15 National Outcomes and 45 
National Indicators were identified in this framework. The NPF was updated 
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in 2011, adding one new National Outcome and changed the National 
Indicator was updated. 
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Figure 6 National Performance Framework (2011) 
3
 
The government wish to devolve the responsibility for the service by making 
public sector organisations more accountability while retaining control over 
                                                 
3 From http://www.scotland.gov.uk/ 
Page 115 of 240 
 
key decisions (Llewellyn & Tappin 2003). In this situation, strategic 
management and performance management are argued to be more suitable 
vehicles than policies (Pollitt & Bouckaert 2011; Pollitt 2006a; Pollitt 2006b). 
The advocacy of strategic management takes the power away from the 
professionals who have been the front line of public services. Hence, the 
internal allocation of resources which used to be determined by professionals 
now tends to be dependent on managerial values (Ezzamel et al. 2012).  
As part of the Spending Review (Scottish Government 2007) at the start of 
the third Session of Scottish Parliament, the National Performance 
Framework (NPF) (2007) was introduced. It consisted of one purpose, five 
strategic objectives, 15 national outcomes and 45 national indicators. All 
public sector bodies have to conform to the NPF and report in respect of the 
national strategy and performance measurements.  In December 2011, the 
Scottish Government ‘refreshed’ the NPF by adding one new national 
outcome and adjusting the national indicators to a total number of 50. This 
multi-level framework underpins the delivery of the government’s agenda 
regarding public services.   
However, the implementation of this framework has not been easy. 
Llewellyn and Tappin (2003) argue that the reason for this is that “strategic 
management is not rooted in the public sector but ‘planted’ in the public 
services as public sector cultures are uncultivated ground for strategic 
thinking” (Llewellyn and Tappin, 2003). They give three reasons as to why 
public services organisations lack strategic thinking. First, these 
organisations face little competition and survival is a given. Second, these 
organisations tend to be inward looking bureaucracies and they tend to 
minimise the strategic interventions to remain stable over time. Third, these 
organisations often face inconsistent demands and insoluble problems from 
various stakeholders that make the articulation of strategy very difficult 
(Llewellyn and Tappin, 2003). 
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It is within this broader political context that the Scottish public sector bodies 
started to engage in business planning and performance management 
activities. The focus of this thesis is the scientific and cultural public sector 
organisations, which are labelled under Executive Non-departmental Public 
Bodies (NDPBs) in the Scottish public sector arena (see figure 5 below for 
official definition of the classification).  
 
Figure 7 Scottish Government Public Body Classification Guidance
4
  
                                                 
4
Snapshot from http://www.scotland.gov.uk/ 
Page 117 of 240 
 
The introduction of one NPF denotes that all these organisations in this 
group have to comply with the same framework. The organisations are 
required to demonstrate how they contribute to the national outcomes in 
their corporate documents with the support of the use of performance 
measurements.  
Apart from the fact that these organisations are inexperienced in NPM type 
managerial practices, these organisations differ greatly from each other in 
many aspects, from their funding levels, sizes, objectives, number of staff, 
etc.. Subjecting these organisations to the same framework, the differences 
could lead to potential side effects.  
I draw on the concepts of field and institutional multiplicity to unpack the 
complexity of this group of organisations. This chapter argues that the one 
largely ignored reason behind possible side effects is that these organisations 
are located in many different fields (with different institutional logics). These 
fields include what Bourdieu calls ‘restricted field of cultural production’ 
and ‘large-scale fi  
Furthermore, the organisations under investigation are found to be located in 
multiple fields at the same time, hence they should be analysed as hybrid 
entities with multiple professional groups rather than one tightly coupled 
organisation working in one direction. These organisations are unfamiliar 
with business-like behaviour which is taken for granted in the private sector. 
And they are used to the self-paced, incremental changes historically, and 
therefore naturally, they are reluctant to the idea of rapid changes favouring 
private sector market ideology. These organisations face the challenges of 
forming a strategy, thinking and acting strategically. Also because of the 
major differences, these organisations are likely to embark on organisational 
changes following different trajectories, resulting in more diversification in 
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institutional change processes rather than homogeneous change process 
suggested by neo institutional theory.  
Performance management practices are tools to help the change process. 
However, not all of the public sector organisations are able to make these 
transitions, as the rest of the chapter will illustrate, that some organisations 
cannot easily be ‘made to measure’. 
5.4 Examples of Scientific and Cultural Organisations 
Reviewing the performance measurement of scientific and cultural 
organisations, some patterns emerged. Scientific and cultural organisations 
with multiple objectives tend to provide very little quantitative performance 
information and instead, they provide narratives of professional activities 
without establishing explicitly how the activities contribute to intangible 
outcomes.   
According to Bourdieu (1993), when operating in a field of restricted cultural 
production, the organisations are more able to define their own performance 
criteria rather than being evaluated by externally imposed measures. This is 
because organisations in a more restricted field have more autonomy in 
setting evaluation standards (Bourdieu 1993). However, the scientific and 
cultural organisations investigated in this thesis do not only operate in the 
restricted field of cultural production, they also engage in what Bourdieu 
calls, the large-scale production. Because these organisations are home to 
various professions and multiple institutional logics, the use of performance 
measurement can be both controversial and consequential. 
The following section looks at three cases of such organisations as examples 
namely, the Royal Botanic Garden Edinburgh (RBGE), National Library of 
Scotland (NLS), National Galleries of Scotland (NGS) and their use of 
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performance measurement to elaborate on the relationship between the field 
and the performance measurement problems they might face.  
5.4.1 Royal Botanic Garden Edinburgh 
The Royal Botanic Garden Edinburgh (RBGE) was founded in the 17th 
century as a physic garden. Over 330 years it has evolved into a garden 
which ‘means many things to different people’ (Reguis Keeper’s message 
from website, Jan 2015). RBGE is made up of parallel divisions of different 
professional groups. Each group and division has different objectives. 
Scientists and horticulturists have different goals and practices. They are 
embedded in different professional fields and they have different audiences 
and peer groups. They interpret performance measurement practices 
through different institutional orders. For example, the scientists focus on 
research and preserving biodiversity of the world of plants. Their primary 
audience is their peers, other scientists. Horticulturists, on the other hand, 
are focusing on landscaping and keeping a living collection in the gardens 
for the purposes of research. This makes these professionals reside 
simultaneously in their professional fields as well as the field of other public 
sector organisations such as museums and galleries. With the autonomy to 
define their own performance criteria, their tendency is to have internally 
oriented measurements.  
Interestingly, during the interview, scientists and horticulturists stated that 
there are ‘better measurements for sure’, however, as long as ‘the Scottish 
Government is happy, I’m happy’. They tend to provide performance 
information as a way of fulfilling their administrative duties rather than 
trying to find the best possible measures that could potentially better inform 
the information users. This could be explained by their reluctance to mix 
different criteria used in different fields. Like one scientist remarks that ‘we 
are using the number to feed out to people that we think people would be 
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interested externally but there are not necessarily the numbers that we 
internally use to plan.’ 
While scientists and horticulturists work in a field of restricted cultural 
production where their peers are the audience of their work, the visitor 
welcome team in a botanical garden work in a different field more similar to 
large-scale cultural production. They welcome certain numbers of visitors 
and the performance measurement of their work activities is relatively 
externally oriented.  For divisions in the field of large-scale production, the 
managers believe that they are using proper performance measurements and 
they do not experience the type of ‘mismatch’ that the professionals in a 
restricted production field experience.  
Thus, scientists and horticulturists feel their work achievements are not well 
reflected in the performance measurement system. They express the fear that 
if future funding is somehow linked to performance measurement, then they 
will be disadvantaged. 
5.4.2 National Library of Scotland 
National Library of Scotland (NLS) is one of Europe’s leading research 
libraries, which collects, preserves, and manages important collections from 
worldwide sources. NLS was founded in 1680 as the foundation of the 
Faculty of Advocates’ law library, which then in 1925 became the National 
Library of Scotland, which since grown to house fifteen million printed, 
copies today. Being a Legal Deposit library, NLS has enjoyed this privilege 
for over 300 years, which benefited its collections.  
In recent years, the library has faced the challenge of digitalization and the 
transformation from a research library to a more accessible and outward-
focused library to the public. 
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The governance structure of the library is similar to that of the RBGE. A 
board of trustees is pointed by the minister to form a new governance 
arrangement replaying the governance structure of the 1925 National Library 
of Scotland Act. The new strategic priority is to improve accessibility and 
connectivity.  While facing continuous funding cut, apart from reducing the 
number of staff, the nature and pattern of service delivery may, in the 
process, be redefined.   
In the recent corporate plan (2012 – 2015), strategic outcomes and objectives 
are set out which are then translated into action plans. However, the use of 
performance measurements (they call KPIs) is mostly for broad quantitative 
information. The 12 KPIs used in the corporate plan are: additions to 
collections; additions to Scottish collections; condition of collections; digital 
objects created; staff absence; funds raised; media profile; visitors to events; 
use of website; reading room visits; catalogues and enquiries. These KPIs are 
monitored on a quarterly basis when then compared to target.  
The KPIs listed above are very high-level broad numbers easily collected. 
However, when I was asking about how these information was collected and 
used. One of the staff members expressed their (lack of) concern for the KPIs. 
Similar to the scientists in the botanical garden, the professionals are 
reluctant to engage in finding better measurement for their professional 
work. Instead, they report under the current set of targets while dismissing 
their significance in their work. An example was given on the KPI of 
‘number of enquiries’: 
‘A good example is the number of enquiries. So we count all 
enquiries. If you email us asking our address, it is one email 
and one enquiry. And across the library, lots of different 
units get enquires. We will produce a total every year. Some 
enquiries are like my telephone number is changed here is my 
new number. Another one might be, I’m researching the 
manuscripts of the following 17
th
 century botanist and can 
you have a look and let me what you have got? And it might 
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take a very experienced curator hours to go through the 
collection. If they see fit, they would get quite involved.’ 
‘These KPIs are all very well, but they don’t really address 
the central strategic questions of should we continue to spend 
as much money on books or should we spend more on 
electronic; or should we make the opening hours longer or 
are they long enough or should we make them shorter; or 
should we divert some our resources to providing remote 
services or should we continue to staff the reading rooms.’ 
When asked about the quality and role of the performance information in the 
reports produced, the analogy of ‘desperate patch work’ was used by one of 
the interviewees.  However, some managers with a more managerialistic 
background are very wedded to the idea of performance measurement. One 
manager in NLS says that ‘we must make managers take their key 
performance information medicine no matter how little they like it’. 
5.4.3 National Galleries of Scotland 
Similar use of performance measurement is also found in the National 
Galleries of Scotland (NGS), also an organisation with multiple objectives. 
Funded by the Scottish Government, NGS holds one of the best fine art 
collections in the world. On top of preserving and displaying fine art, 
education and tourism are both important objectives that are also required 
by Scottish Government and the public. The same tension exists between 
professional logic from the field of restricted cultural production and logic of 
the external-oriented activities from the field of large-scale production.  
When interviewed for the role and importance of performance measures. The 
answer was as follows: 
‘Yes, absolutely, because when we propose an exhibition, and 
we say we are going to get this sculpture from the museum of 
X and we are going to exhibit them for six week in April and 
May and it is going to cost this much, then our management 
will ask how many visitors in those months, say 10000 
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whatever, it is very important because they will say we can’t 
justify this spending for this many visitors, and if you have 
20000, say, then you are good to go.’ 
The interviewee subsequently stated that the use of performance 
measurement (KPIs) is almost a means for justification rather than a 
mechanism for decision-making. Also, they tend to ‘grab the easy one’ when 
one is needed for certain situation, such as that justifying an exhibition. 
Because some of the activities (mainly those conducted by artists and 
historians) cannot be easily (or fairly) measured, they restrain from 
conducting a thorough performance measurement practice. 
There is also a disconnection between people who collect information and 
who use and interpret it. One interviewee mentioned that ‘it is like reading 
tea leaves’ when they need to make a story out of the information someone 
else compiled. When asked why they did not collect information themselves. 
When interviewed about the cause of poor performance information, it is 
found that the reluctance to improve the quality of performance information 
goes beyond simple lack of effort. The real reason is the resistance to what 
such managerial techniques represent – an invasion of important 
professional space and an intention to override professional values and 
routines by managerialism.   
5.5 Discussion 
This chapter is informed by institutional theory, particularly the concept of 
restricted field of cultural production (Bourdieu 1993). By dividing scientific 
and cultural organisations into different components which are embedded in 
different institutional fields (restricted field of cultural production with more 
autonomy and large-scale production with little autonomy), the sources  of 
institutional multiplicity can be conceptualised to explain the difficulty in 
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applying managerial techniques such as performance measurement in 
complicated institutional context.  
This chapter proposes re-examining the issue of performance measurement 
at the field level. Using several scientific and cultural organisations as 
examples, it is argued that these organisations are complicated because they 
are embedded in different fields with different levels of ‘openness’(Oakes et 
al. 1998).  
Rather than looking at such organisations as homogeneous entities 
embedded in its regulatory environment, each working group/division 
dominated by different professions (such as scientists or artists) can be seen 
as embedded in the regulatory field, while at the same time embedded in 
their relative professional fields. For example, the science division in the 
Royal Botanic Garden Edinburgh (RBGE) can be seen as a work group 
embedded in the regulatory environment of the field of Scottish public sector, 
specifically the field of non-departmental public bodies, but more 
importantly, this work group is embedded in a field of scientific botanic 
research, in the same institutional field with other 
organisations/divisions/departments conducting similar research, such as a 
university botany department, regarding their research activities. This 
conceptualisation sheds light on the complexity of such institutional context. 
In context like this, the more autonomous institutional field have more 
power in deciding their own performance criteria. Such as the work of the 
scientists, it is mostly peer reviewed within the science field. This contrasts 
the criteria of institutional fields of large scale production. For example, the 
visitor welcome teams of the scientific and cultural organisations provide 
service to the public. They have to work toward the standards set by their 
regulatory bodies regarding visitor numbers, visitor satisfaction rating and 
visitor return rate, etc... These work groups have little autonomy over the 
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performance criteria of their work. When an organisation harbours both 
types of work groups, performance measurements are more easily applied in 
the latter type of work groups. 
Public sector setting is generally considered inherently complex (Lapsley & 
Skærbæk 2012; Lapsley 2000). This chapter offers another way of looking at 
the origin of some of the complexity in the adoption and implementation of 
management accounting techniques, such as performance measurements, in 
the context scientific and cultural organisations.  
Professionals in this context can deem managing with performance 
measurement and input-output framework as inappropriate and sometimes 
demeaning. As a result, the professionals have the autonomy to refuse 
performance measurement as criteria for their work. 
This creates a dilemma for the organisations involved in both kinds of 
cultural production and no consensus on hierarchy of objectives can be 
reached.  
While organisations conduct work in both the field of restricted production 
and the field of large-scale production, it is easier to measure and evaluate 
the work output and outcome of the field of large-scale production. Over 
time, the performance measurements chosen reflect more of the latter than 
the earlier.  
Unintended consequences can result from subjecting such scientific and 
cultural organisations to the same performance measurement requirements 
such as that of the National Performance Framework of Scotland. 
Organisations like the RBGE, NLS and NGS are dominated by more than one 
profession working towards multiple objectives and conducting multiple 
activities that cannot be simply evaluated.  
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Putting the scientific and cultural organisations with other types of public 
sector organisations together in one performance measurement framework 
creates further dysfunctional effect on the field level. When these 
organisations are evaluated together with organisations without such 
institutional complexity, the use of management techniques (such as 
performance measurement) will discourage the more complex organisation 
embedded in multiple fields, hence, destroying professionals’ morale.  
In the fields of cultural production, there can be significant unbalance in the 
performance measurements regarding the field of restricted production and 
the field of large-scale production. If the NPF and the use of performance 
measurement are the required way of demonstrating achievements, over 
time, the achievements in the field of restricted production will likely be 
under-represented. Therefore, the value of organisations such as the RBGE, 
NLS and NGS can never really be reflected using simple techniques like 
performance measurement. In fact, the potential for performance 
measurement and similar techniques is limited due to the nature of the 
restricted cultural production. The introduction of such techniques is not a 
mere additional layer of the management repertoire. They poke at the much 
cherished centre of professional autonomy and may lead to significant 
institutional changes when professionals’ power is diminished. 
In the next two chapters, I take a closer look at one such organisation, the 
Royal Botanic Garden Edinburgh (RBGE), which is embedded in multiple 
fields with multiple institutional logics. The longitudinal development 
process of a new management accounting system is examined through 
institutional theory lens. Focusing on the dynamics between different 
professional groups, which are characterised by different institutional logics, 
the next chapter aims at describing the technical side of the new 
management accounting system and its introduction and implementation 
process. This is followed by a chapter examining the management 
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accounting change through the lens of institutional logics perspective, 
revealing the nuanced and subtle micro-processes of the management 
accounting changes and the micro institutional change processes.  
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CHAPTER 6. THE CASE OF THE RBGE – PART I 
MANAGEMENT ACCOUNTING CHANGE 
 
This chapter provides details on the management accounting change in the 
case organisation – the Royal Botanic Garden Edinburgh- that includes a 
Balance Scorecard, a strategy map, a costing and budgeting system and an 
online-based strategic management software system.  
6.1 The Royal Botanic Garden Edinburgh Case 
More grows in the garden, and then the gardener knows he 
was planted. 
                                                                 - Spanish proverb 
The Royal Botanic Garden Edinburgh (RBGE), an 80% government funded 
body (the rest comes from research grants, capital grants and self-generated 
income), is a public sector organisation with a highly qualified staff in four 
divisions (Science, Horticulture, Corporate Services and Enterprise) 
contributing to multiple strategic objectives (research, education, 
conservation, visitor attraction, income generation etc.). It was first founded 
in 17th century as a physic garden and was recognised by The National 
Heritage (Scotland) Act 1985 as a Non-Departmental Public Body (NDPB). 
Now it has four regional gardens across Scotland with over 800,000 visitors 
per year. The RBGE holds one of the richest living collections of plant species 
in the world. It is a world-renowned centre for botanic science with the 
world’s largest research groups of plant taxonomists and the widest 
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education programmes. As protecting biodiversity and combating climate 
change are high on the government agenda, RBGE has secured level funding 
even during the heavy government budget cut period. The organisation 
employs around 200 staff from a variety of disciplines, contributing to its 
strategic objectives and functions. RBGE is a multi-purpose organisation 
which aims to serve the public by carrying out scientific research (Division 
A), providing world-class tourist attraction and specialist education 
programmes (Division B) as well as generating commercial income (Division 
D). Division C provides corporate services to the whole organisation. 
RBGE is organised in four divisions (See figure 8): Science (A), Horticulture 
(B), Corporate Services (C) and Enterprise (D) with a Regius Keeper (CEO). It 
also has two management committees made up of senior managers. Senior 
management team (SMT) meets once a month making key operational 
decisions which senior management group (SMG) meets less frequently to 
review periodical performance.   
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Figure 8 Organisational and Management Structure of RBGE 
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To gain a thorough understanding of the case organisation and its historical 
development of the new performance management system, it is necessary to 
trace back to when and in what institutional context the first attempt of new 
management practice was made. Table 2 outlines the key events during the 
historical development of the new system since 1986 when the case 
organisation was recognised as a Non-departmental Public Body (NDPB) by 
the Scottish Government. 
In the next section, we present the historical development of the new 
performance management system in a chronological order. 
Table 2 Timeline of Key Historical Events in the Development of the New System 
Timeline  Key Events in the historical development of the new 
performance management system 
1986 The RBGE was first recognised as a NDPB by the 
National Heritage (Scotland) Act 1985 
1988 - 1995 The RBGE drafted the first corporate plan which was 
not published until 1995 in response to government 
requirement and the subsequence guidance issued 
DAFS 
2000 New Reguis Keeper and new directors appointed. 
Botanic 21 (strategy review which lasted 5 months), 
strategy document published as a result and new 
vision of the garden developed. 
2004-2005 Balanced scorecard concept introduced, first corporate 
plan using balanced scorecard published. 
2006 Balanced scorecard updated, the first strategy map 
developed based on the balanced scorecard. 
2007-2009 On-line management system (ESM) introduced to the 
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senior management and a trial started. 
Balanced scorecard and strategy map updated, both 
linked to the Scottish Government agenda. 
Time recording of staff started. 
2010 Major revision and simplification of ESM and time 
recording system.  
Commitment to the system from other divisions 
increased. 
2011  Strategic Objective Budgeting (SOB) under 
development. Recognition from Scottish Government. 
2012 Strategic Objective Costing (SOC) developing and 
received attention from interested parties abroad 
2013 ESM revision again, continue development of the 
system and the innovative management accounting 
methods, SOB/SOC. 
6.2 Precursor to Management Accounting Change 
The period between the organisation’s first encounter with corporate 
planning activity to the appointment of the current Director of Corporate 
Service is labelled precursor period. During this time (1987-2001), the 
organisation produced corporate plans in response to the funding body’s 
requirements as a gesture of complying with the funding body’s requirement. 
It was not until the current Director of Corporate Services was appointment 
when the managerial logic found representation in the organisation.  
Since recognised as an NDPB (Non-Departmental Public Body) by the 
Scottish Government in 1986, the RBGE was subjected to the regulation set 
out by the sponsoring department then - Department of Agriculture and 
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Fisheries for Scotland (DAFS). In 1987, all organisations under DAFS were 
required to develop corporate documents containing strategy discourse 
(DAFS 1987)5. DAFS suggested that a Corporate Plan should contain 
strategic objectives and aims and how they fitted in with national and 
international priorities for botanical effort; some challenging but realistic 
targets (Macnab 2011). The first attempt of producing a corporate document 
in the RBGE was in 1988. A group of middle and senior staff were gathered 
together to draft the first-ever corporate plan. Exiting Corporate Plans from 
other public sector organisations were used as inspiration, such as Royal 
Botanic Gardens Kew, the English Heritage. On March 4th 1988, the first draft 
of corporate plan was produced. The majority of the plan was to describe 
existing activities and provide justification for various operations, only one 
section contained strategic objectives where were: research, education and 
amenity. 
The purpose of producing the document was to satisfy the regulatory 
requirements of the government. No internal use of this practice was 
intended. One member of the planning group noted that ‘In my view, the 
corporate plan was a newly imposed requirement from DAFS but was of no benefit 
to the RBGE.’(Alasdair, 2011; p.106) General attitude towards this type of 
corporate planning exercise was negative but tolerant. As one previous 
Regius Keeper (head of the garden) commented that ‘I thought it reasonable for 
DAFS, as the funding body, to expect some documentation to explain how public 
funds were to be spent by the RBGE. However, I believe that the Plan, once 
submitted, would be filed and put to no further use by the Government.’(Alasdair, 
2011; p.106-107) 
However, after several corporate planning cycles and attempts to ‘get it 
right’, some benefits were recognised by organisational actors. In the 
Executive Summary of the 1996 corporate plan, it was conceded that ‘RBGE 
                                                 
5 DAFS letter Reference: K2202502. 117 dated 18 November 1987. 
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remains in the early years of this new corporate way of thinking and 
planning systems remain immature and inevitably flexible.’  
This could be understood as an apologetic statement to the sponsor 
department on the quality of the document. It also suggests that by 1996, 
there had been a change in the attitude at RBGE towards corporate planning 
activities. Instead of writing the process off as a legitimacy gaining exercise, 
some positivity has entered the organisational discourse. For example, when 
asked about the earlier experience of corporate planning activities, a senior 
scientist stated that ‘As far as I can recall, I think that the main purpose of the 
corporate plans, at that time, was to prioritise activities and expenditure within the 
RBGE. They also served as discussion/bidding documents for additional funding to 
support the core science effort’ (Alasdair, 2011; p. 111)The corporate plan of 
1996 also exhibited more complexity and sophistication. Multiple activities 
and objectives were identified. (See Figure 8) 
 
Figure 9 Corporate Activities in Corporate Plan 1996 Version 
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However, the corporate planning process remained marginalised within 
RBGE. The scientists felt that they had more important work to do and the 
limited time and resources in which to perform it.  As a result, the task of 
producing the report was delegated to the Head of Library.  
In early 2000, a new Reguis Keeper was appointed and his tenure lasted till 
late 2013. A new Director of Corporate Services was also appointed in late 
2000 and it was agreed that he would assume responsibility for fulfilling the 
governmental requirement of corporate planning and performance 
management. For the first time, corporate services division was put on the 
same administrative level as the science division and the horticulture 
division. Following these changes, the institutional environment began to 
stabilise and this created the context for the subsequent implementation and 
development of a new performance management system. 
Two phases of the development can be identified. Each phase is discussed in 
detail below. 
6.3 From 2001 to 2006: Introducing Balanced 
Scorecard and Strategy Map 
After the new senior management team took posts, the new Reguis Keeper 
initiated a strategic review process which lasted 5 months. As a result, a 
document titled “Botanics 21” set out the future direction of the RBGE. 
Subsequently, 8 strategic objectives were defined: Collections, Research, 
Plant Conservation, Education, Plant Services, Organisational Development, 
Income Generation and Management.  
Used as a communication device, this document linked all divisions and 
departments together under the common vision that the RBGE is to ‘flourish 
as a place of inspiration and creativity, offering a distinctive mix of research, 
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conservation and education that explained and celebrated the rich floristic diversity 
of the planet’.  
In 2004, the Director of Corporate Services introduced the concept of 
balanced scorecard to the RBGE. As a popular technique initially developed 
for the private sector, business research suggested it could be modified to 
contribute to strategy development and implementation in the public sector 
organisation (Kaplan & Norton 1996). The balanced scorecard idea managed 
to get some senior managers interested. The attraction lies in the ‘linking’ 
capacity of the device. It links the vision statement with the four 
perspectives: audiences, internal processes, governance and resources.  
However, as a scientific organisation, there has been a strong antipathy to 
business terminology. This led to a redesign of the balanced scorecard in 
order to get it fully ‘domesticated’ in 2006. Inspiration was taken from Niven 
(2011) in adapting balanced scorecard for public and not-for-profit sectors 
uses. Apart from taking out all commercial terminologies, a fifth perspective 
was added to the balanced scorecard on top of the four existing perspectives 
– the Scottish Government’ National Outcomes, linking the RBGE with the 
Scottish Government. This version is still being used today. (See Figure 10) 
Page 137 of 240 
 
 
Figure 10 RBGE Balanced Scorecard from Corporate Plan 2013 
In this way, the new balanced scorecard could not only communicate the 
strategic objectives internally but also illustrate how this organisation as a 
whole contributed to the government agenda. This capacity of the device 
made its use legitimate to stakeholders both inside and outside the 
organisation. The adaption and use of the popular balanced scorecard 
technique resulted in the further alignment of various interests of different 
actors from different divisions as well as the funding body in the 
government.  The balanced scorecard contributed substantially to the 
communication of the formulated strategy. In addition to linking the internal 
with the external, this device also linked the four parallel divisions in their 
contributions. Acting as an over-arching planning framework, the balanced 
scorecard was recognised as valuable by the organisation members. Enabling 
visualisation of the entire organisations’ activities and objectives on one page 
proved to be popular to all divisions. 
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‘Having seen the corporate planning process over a period of 
some 30 plus years, although not always as a participant, I 
can clearly see the benefits of having a framework to assist 
with ensuring that the organisational activities are properly 
aligned to those of the Institute’s goals. Since using the 
Balanced Scorecard, I have noticed that it is a much more 
efficient and less bureaucratic process to complete the 
corporate plan from the days when each of the divisions had 
to write long documents in support of the Corporate Plan, 
which eventually were simply filed and ignored for the 
remainder of the year.’ (Director 3) 
In 2006, a strategy map based on the balanced scorecard was introduced. The 
strategy map contains clear cause - effect relationship. The logic underlying 
the balanced scorecard and the inter-relationships of the perspectives in the 
balanced scorecard and performance measures were made apparent to the 
staff. It enabled the counterparties to view the work of the organisation ‘all 
on one page’. This map shows the links from organisational input to output, 
to strategic objectives, impacts, up to the government objectives.    
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Figure 11 Strategy Map from Corporate Plan 2013 
Senior managers were particularly glad about this development as it enabled 
them to ‘view strategic performance at a glance’. They also expressed their 
approval of having such a framework to assist with ensuring that the 
organisational activities were properly aligned with the organisational 
objectives, and further with the government agenda.   
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 ‘…in particular, the strategy map device had been very 
useful to articulate the Corporate Plan to various audiences 
both internal and external. The culture of the RBGE, 
developing the performance management system had been 
challenging to develop to a configuration that encouraged 
staff members to participate but I feel that the effort has paid 
dividends as considerable inputs were now being made from 
across the organisation.’ (Director 1) 
 
‘When the RBGE aligned itself to Scottish Government’s 
national Outcomes the strategy map assisted with placing the 
RBGE’s work in context with that of Scottish Government 
and its Science strategies. This had proved to be beneficial 
when the Science Management Group were debating their 
future plans.’ (Director 2) 
 
The combination of the balanced scorecard and the strategy map allows the 
linkages not only between organisational input and output, impact and 
outcome; but also between four divisions; between the RBGE and the 
Scottish Government.  They contributed to further engaging various 
organisational actors.   
Up to 2007, the responsibility of engaging with this system rested with senior 
managers, in particular directors and deputy directors. With the 
encouragement from the sponsoring department in the government, the 
initiative gained momentum into the next phase when tension and 
unexpected consequences emerged.  
From the discourses of the divisional directors, up to this point, the attitude 
towards this system has been somewhat unified. Organisation members 
generally agreed that the system was helpful in dealing with the external 
pressures from the sponsoring department.  
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However, this took a turn when more accounting devices came to join the 
picture. The scientists and horticulturists became increasingly disturbed 
when the accounting tools penetrated the organisation.  
6.4 From 2007 to 2013: Introducing New Management 
Accounting System 
As part of the Spending Review (Scottish Government 2007) at the start of 
the third Session of Scottish Parliament, the National Performance 
Framework (NPF) (2007) was introduced. Based on an ‘input-output-
outcome’ instrumental logic, this multi-level framework underpins the 
delivery of the government’s agenda. All Scottish NDPBs have to align their 
strategic objectives to the NPF and report in respect of the different levels of 
performance measurements. This framework has significantly influenced the 
design and implementation of the new performance management system in 
the case organisation.  In 2008, the RBGE updated the balanced scorecard 
and strategy map which both linked to the Scottish NPF.  
At this point, an overarching strategic system was functioning and most 
organisation actors were satisfied with the progress thus far. However, the 
performance management system continued to develop despite the benefits 
already served. If the characteristic of the previous phase could be identified 
as ‘linking and engaging’, this subsequent phase could be characterised as 
‘delegating and economising’.  
At this point, the Director of Corporate Services, trained as a management 
accountant, was developing a new costing system which could match costs 
to strategic objectives rather than the traditional cost centres, this proposed 
costing system was named ‘Strategic Objective Costing (SOC)’ (Macnab et al. 
2010).  
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To understand the new management accounting system, it is necessary to 
explain the funding arrangements of the RBGE. Funding is the limiting factor 
for public organisations. The funding the RBGE gets the funding in two 
parts: capital funding and revenue funding. Capital funding is provided 
from a separate stream and for specific capital investment purposes. Such 
funds are project specific so are normally depreciated using a chosen method 
over the lifespan of the project. Capital funding cannot be transferred to 
revenue funding therefore RBGE does not have the freedom to reallocate the 
fund. For the purpose of an internal management accounting system which 
provides information for decision-making, this source of funding although 
contributing to the achievement of strategic objectives, was not included in 
the design of the new costing system. 
The new costing system takes inspiration from Activity-Based Costing (ABC) 
in the way that the system captures costs at activity level. However, different 
from a traditional ABC system where staff work only in their own cost 
centres, many staff members in RBGE work cross-divisionally and 
contributing to multiple objectives. To capture the cost of activities, first 
thing is to capture staff time allocated to different activities. 
Annual funding of RBGE from the Scottish Government is £8.5m. The 
biggest component of the spending is staff salary and wages. This accounts 
for roughly 70% of the total funding (capital funding managed separately). 
The rest 30%of funding consists of various overheads. The spending pattern 
of overheads has been consistent over the years. Therefore, it is possible to 
predict and allocate the overheads using historical data. However, how staff 
spend time in different activities is much harder to predict. In order to get an 
idea of how much is spent on achieving a certain strategic objective, the 
Director of Corporate Services; an experienced management accountant 
developed a way of acquiring such information. Each staff member conducts 
a certain number of activities in their daily work. Activities are grouped 
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together under each strategic objective. Therefore, if the staff time spent on 
each activity is known, then together with staff salary information and the 
historical pattern of overhead costs, it is possible to get the total cost spent on 
each strategic objective. This system is labelled Strategic Objective Costing 
(SOC) by the Director of Corporate Services. 
To obtain information on how much staff efforts are spent on activities, a 
staff time recording system (HR.com) was introduced. In this system, every 
member of staff was required to report the percentage of their time in each 
activity (see figure 12 below for a screenshot). 
 
Figure 12 Time Sheet Template (internal system snapshot 2010) 
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Using information acquired through the time recording system and staff 
salary information, a total cost for each activity can be calculated as the 
aggregate of all staff salary attributed to that activity. Costs of different 
activities are then added up to strategic objective level to show how much 
resource (staff attention) has been spent on achieving strategic objectives. 
Using this method, it is possible to obtain the cost information of how much 
staff effort is spent on each strategic objective.  
 
Figure 13 The Outcome Costing Model taken from (Macnab & Mitchell 2016) 
 
To link the Balanced Scorecard, the strategy map and the costing model 
together, the Director of Corporate Services proposed that a software 
solution should be acquired to allow staff engagement. Several software 
solutions were considered and the Executive Strategy Manager (ESM) from 
the Palladium Group was selected.  
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In the Senior Management Group Conference held in 2007, Executive 
Strategic Management (ESM) from the Palladium Group, was chosen to 
support the performance management system under development, because 
of its multiple linkages within the software platform: a strategy map 
interface which could drill down to objectives, measures and initiatives at 
corporate and divisional level, and a Red Amber Green (RAG) traffic light 
system of visual alerts at strategic objective level (Macnab et al. 2010).  
In ESM, the strategic management process started from the organisation’s 
Balance Scorecard and strategy map.  These macro visions could then be 
drilled down to objectives, measures at the divisional level. This system was 
web-based which allowed the divisional and departmental leaders to 
provide input on a monthly basis. This information was collected and put in 
the format of a performance report to be reviewed by the senior management 
team during their monthly meetings. Rather than one person producing all 
reports and performance information, this system allowed every department 
to write their own performance reports. The researcher’s job description 
included collecting the information from HR.com, ESM and Finance to 
produce monthly performance reports. 
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Figure 14 ESM System Snapshot of RBGE Scorecard RAG alerts Nov 2010 
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Figure 15 ESM System Snapshot of one Objective with work programs serving the 
Biodiversity strategic objective 
With the addition of ESM, all individual components of the management 
accounting system were integrated into one system, which comprised a 
balanced scorecard, a strategy map, online performance management 
software, and strategic objective costing system. This entire collection was 
labelled Outcome Costing System.  The system is demonstrated in figure 16 
and figure 17. In figure 16, the starting point is all staff recording timesheets. 
Staff members could opt to complete the online time sheet in either 
percentages or hours. The system calculated costs based on percentages of 
total salary as the staff members were paid the same regardless of how they 
spent their working hours. Then the information from HR system together 
with finance cost information feed into the ESM system. ESM had a built in 
function of performing a Standard Query Language (SQL) query on the 
outputs from HR system and finance system. ESM then exported data to 
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Excel spreadsheets, which allocated salary costs, and non-salary overheads to 
all activities tracked. This information was fed back into ESM, which abstract 
the information up the scorecard system to provide costing information at 
strategic objective level. In this way, ESM system provided financial 
information to show how much has been spent on each strategic objective. 
With the performance information input from all heads of departments, ESM 
also provided non-financial information. In theory, all information relevant 
for senior management group decision-making would be in one place. 
Divisional directors can exert their influences on the staff time distribution to 
shift the staff working hours on achieving certain strategic objectives.  This 
will then have an effect on the resources allocation (time allocation of staff) of 
the organisation. This system could provide both financial and non-financial 
information of any given work unit and a review of their activities. This level 
of reporting that was not possible before.  
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Figure 16 Strategic Objective Costing Process (internal document) 
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Figure 17 Strategic Objective Costing Process 2 (internal document) 
Enabled by this system, new financial analysis could be carried out. One of 
the researcher’s jobs was to produce such analysis. As shown below, with the 
costing information on strategic objective level collected for a whole year, it 
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was possible to reverse engineer the process to develop a system called 
‘Strategic Objective Budgeting (SOB)’ which allocate resources to different 
strategic objectives depending on the relative importance of that objective 
that year. 
 
Figure 13 Budget Allocation to Strategic Objectives (internal document) 
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Further, costs and budgets could be allocated to work units and individuals. 
Each member of staff can be represented by a cost attached to them and their 
output can then be measured against this cost (illustrated in figure 19 and 
20). For example, Staff A in the department of SB (Conservation and 
Genetics) in the Science Division contributed 25% of his time on RA01 
Biodiversity and 35% of his time on RA02 Education. If the next financial 
period the senior management decided to carry out more education and less 
biodiversity research, in theory, they could potentially intervene by altering 
the individual’s work pattern and time allocation and change those 
percentages.  
 
Figure 14 Linking Cost Centres to Objectives (internal document) 
This costing information can then be linked to measurable output such as 
KPIs each staff member is contributing to, to see if they have been effective 
or if they could spend their time somewhere else more effectively. 
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Figure 15 Linking Cost Centres and Costs to KPIs (internal document) 
Contrary to the staff reaction to the balanced scorecard and strategy map, the 
later development of the costing component of the management accounting 
system experienced high level of resistance.  
Although in an intra-organisational turmoil, during this period, the system 
started to attract attention from professional bodies, governmental bodies 
and other public sector bodies. Several articles on the technical development 
and potential benefits were published in various academic and professional 
journals. The Scottish Government was particularly impressed by the system 
developed in the RBGE. The external recognition added to the momentum of 
the system to further penetrate the organisation. 
By 2013, the system was deemed indispensable by the senior management. It 
has become the first point of reference that organisation members introduce 
to outsiders when asked ‘what is the garden about’. And the new image and 
new way of looking at the organisation has been institutionalised.  
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Along with the further development of the accounting system, professionals 
became increasingly disturbed. Frustration and resistance gradually replaced 
their welcoming attitude in the first phase.  
In the subsequent chapter, I start by describing the multiple institutional 
logics which affect and shaped the stated development processes to provide 
an explanation of the practice variation observed in practice. This could help 
to explain the changing attitude towards the new accounting system. The 
next chapter turns the attention away from whether the actors make ‘good’ 
or ‘bad’ use of the system or the system is a ‘success’ or ‘failure’, or whether 
it is a ‘implementation problem’ or a ‘design’ one. The focus is on explaining 
the problem at hand in a multi-lateral way. It is not just about the 
government reform versus public sector organisations, it is a story of 
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CHAPTER 7. THE CASE OF THE RBGE – PART II 
INSTITUTIONAL COMPLEXITY AND ACCOUNTING 
 
This chapter employs the lens of institutional logic perspective to analyse the 
management accounting change detailed in the previous chapter. More 
specifically, this chapter examines how multiple institutional logics co-exist 
and mix in the organisation before discussing how such institutional 
complexity shapes accounting change dynamics.  
7.1 Institutional Logics of RBGE 
Management accounting practice, such as performance management 
techniques, once seen as ‘symbolic violence’ to the cultural sector (Oakes et 
al. 1998), are now regarded as standard feature of public sector organisations 
such as museums, gardens, galleries.  The spreading of a new ‘rationality of 
planning’ requires the use of performance management techniques as a 
means for reasoned justification (Townley et al. 2003), Rose (1991, p 673-674) 
notes that ‘numbers have an unmistakable power in modern culture…by 
purporting to act as automatic technical mechanisms for making judgements, 
prioritizing problems and allocating scarce resource.’ This attempt of 
‘programming the actions of professionals’ has been perceived as unwelcome 
‘disturbance’ to traditional professional values, and therefore, various forms 
of resistance have been reported (Broadbent et al. 2001; Broadbent & 
Laughlin 1998).  
The invasive business-like logic has been sweeping through OECD countries 
since the late 1970s (Hood 1995). To align the state’s aspiration and the effort 
of the professionals, management accounting techniques are used to translate 
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governmental objectives into visible and accessible technologies (Kurunmaki 
& Miller 2006; Rose & Miller 1992) making organisations ‘thinkable’ in a 
certain way (Hopwood 1987).  
The overall impression on professionals in the public sector is that of doctors 
and teachers who actively organise themselves in resisting the 
‘accountingization’ (Power & Laughlin 1992). However, as later studies note 
professionals can be unexpectedly welcoming towards management 
accounting change (such as, Barretta and Busco, 2011; Townley et al., 2003). 
The institutional and cultural dimensions have been identified and 
considered to be especially relevant and important in affecting and shaping 
how accounting changes are received (e.g. Burns & Scapens, 2000; Burns & 
Vaivio, 2001; Covaleski, Mark A.Dirsmith, Covaleski, & Dirsmith, 1988; 
Ezzamel, Hyndman, Johnsen, Lapsley, & Pallot, 2007; Lukka, 2007; Ribeiro & 
Scapens, 2006). Institutional research on accounting has revealed the varied 
nature of public sector organisations’ responses to institutional pressures, 
such as the use of discourses (Ezzamel, Robson, et al. 2007), 
strategies(Edwards et al. 2005), tactics (Modell 2001), etc.  
Organisations bring different professions with different logics together. 
Therefore, these organisations experience institutional multiplicity, examples 
include higher education publishing industry (Thornton 2004), accounting 
firms (Greenwood & Suddaby 2006), health care (Ruef & Scott 2008; Reay & 
Hinings 2005; Reay & Hinings 2009), social sector (Pache & Santos 2010; 
Tracey et al. 2011), professional services (Smets et al. 2012) and provincial 
government (Townley 2002). However, how the external demand for 
institutional change is operationalized over time within organisations with 
multiple institutional logics are rarely discussed.  
Pache and Santos (2010) identified two main sources of institutional 
multiplicity: external demands and internal representation. The case 
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organisation is a hybrid with parallel divisions and experiences institutional 
multiplicity from both of these sources. The institutional multiplicity 
manifests in the institutional logics that ‘passes through’ the organisation 
and its members. This created a distinct context for the development of the 
system and at the same time shaped its development.  
Each prevailing divisional logic is made up of two ideal types of institutional 
orders (Thornton et al. 2012) – the professional and the performance logics. 
With the new business logic coming in through the performance 
management system, three ideal types of institutional logics can be identified 
in this case organisation (See table 3). 
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7.2 External Demands of Institutional Multiplicity 
The first source is located outside the organisation, from the broader 
regulatory, social and cultural environments – governance (state) logic. 
Organisations need to respond to external demands as they depend on 
external regulatory bodies for resources such as funding and legitimacy 
(Oliver 1991; DiMaggio & Powell 1983). RBGE is an NDPB and also a 
registered charity which has to comply with charities guidelines. Scottish 
Ministers appoint the board of trustees which oversees the RBGE and the 
Scottish Government provides a baseline funding to maintain the operation. 
The multiple external stakeholders led by the Scottish Government exert 
significant regulatory influence over the organisation. This influence is 
embodied in the organisation as a governance (state) logic shared by 
professionals working in the public sector.  
Apart from a governance (state) logic, the requirement of introducing 
business-like practices and management techniques symbolises a new 
entrant of business logic.  
These external institutional demands constitute the governance or state logic 
in the divisions to a different degree. The distance to the field level actors 
determines, to a certain degree, the level of embeddedness of the field logic 
(Greenwood et al. 2011). Delegated to manage the external relationships of 
the organisation, Division C is located closer to the external regulatory body, 
therefore, embedded more in a governance (state) logic than Division A and 
B. Division D as a spin-off of division C shares the same level of embedded 
with Division C. 
As a result, professional logic is dominant in the science horticulture 
divisions while it is the minority in the corporate services division and the 
enterprise division.  
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7.3 Internal Representation of Institutional Multiplicity  
With the wide variety of activities contributing to a collection of diverse 
objectives, the RBGE has always been structured as a hybrid with parallel 
divisions. Hybrid organisations have separate subunits with different mind-
sets, educational and professional backgrounds and they promote different 
practices, norms and values, and conceptually each subunit is equipped with 
a prevailing institutional logic (Greenwood et al., 2011; Kraatz & Block, 2008). 
Different subunits enact different institutional logics within the organisations 
(Friedland and Alford, 1991; Scott, 2013; P. H. Thornton and Ocasio, 2008b). 
With distinct objectives and strategic priority, the four divisions in the case 
organisation could be conceptualised as four distinct players with competing 
and sometimes conflicting agendas. Their parallel structure results in their 
relatively independent status.  
Division A has a focus on scientific research and the staff is mostly scientists 
and researchers.  Hence a logic of scientific research prevails in this division. 
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It is a flat structured division with several research groups focusing on 
different areas of botanic research. Division A was not traditionally the 
biggest division with the largest budget until the last decade when scientific 
research was moved to the top of the agenda. The typical professional logic 
in this division is that of the scientist. 
Division B contains the largest number of staff and its main purpose is 
horticulture. Division B maintains the world-class tourist attraction sites (the 
four regional gardens) as well as carrying out various environmental 
sustainability projects and education programmes. It consisted of staff with, 
on average; a lower education level and lower income level than Division A. 
Staff below manager level do not have a desktop or individual office space 
and the majority work closely with gardening tools. Division B has a 
traditional hierarchical structure and chain of command in its management 
activities. A strong logic of practical horticulture prevails in this division. The 
corresponding professional logic is that of a horticulturist. 
Division C is the corporate services function of the organisation. It consists of 
finance, HR, estate management as well as IT functions. It is in charge of 
various external reporting and the management of relationships between the 
organisation, its board of trustees and the Scottish Government. Departments 
within Division C serve diverse functions and run parallel to each other 
without much co-operation. This division comprises staff with more 
transferrable skills. It has a higher staff turnover than the other two 
divisions. As new members constantly bring in new logics to an organisation 
and encourage a kind of logic ‘blending’ (Thornton et al. 2012), this division 
is least unified in the types of professional logic. As the least unified division 
in logic, logic of public service prevails. As the head of this division is an 
accountant, the typical professional logic is that of an accountant.   
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Division D was newly elevated to a separate division. Previously it was a 
department under Division C which later span off to become a commercial-
oriented division. The majority of new staff members recruited in Division D 
after the spin-off have a commercial background. A strong commercial logic 
prevails in this division. However, this logic differs from private sector 
market logic in the sense that a great deal of income generation activities are 
for the purpose of funding key activities in the garden. The RBGE is a 
registered charity, thus the income generation activities are carried out like 
other third sector organisations. In addition to the income generation 
activities, membership management, fund raising and marketing activities 
are also carried out. We therefore label this prevailing logic the ‘enterprise 
logic’ and the typical professional logic in this division is that of a 
commercial manager.  
In summary, with diverse goals and objectives, various activities, each 
division is equipped with a different professional logic and a different level 
of the governance (state) logic. (See Table 5) 
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7.4 Institutional Multiplicity and Variations in 
Interpretation 
The management control system including the BSC, strategic map, costing 
and budgeting system, was designed and developed into a tool, which is 
capable of providing benefits to both internal actors and external actors of 
the organisation. (See figure 19 below) However, different divisions received 
the same system in different ways. As different divisions and members are 
embedded in different institutional logics to a different extent, the 
interpretation of the new system can be a mix of the three ideal types of 
interpretation.  
 
Figure 16 Different Interpretations of the New System with Different Logics 
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Despite the management information that the system was able to provide, no 
evidence of use in practice to improve efficiency and effectiveness was found. 
Looking at the organisation as a whole, people generally agreed that it 
provided a picture of ‘what everybody else is up to’ (Director 5) and it 
constituted an attractive reporting tool, which would satisfy government. 
Surprisingly, professionals from different divisions interpreted the system 
through their extant logic, rather than the business logic that the system 
strongly symbolises. This finding echoes proposition two in Ezzamel, Robson 
and Stapleton (2012) in their study of the budgeting practices in education 
field that 
 ‘Organisational actors disadvantaged by the introduction of 
new budgetary practices will align interpretations of 
budgeting with older logics’ (p. 301).  
And their proposition four which asserts that: 
‘Through reforms, budgeting practices in a field come to 
reflect the influence of logics other than the logic that propels 
(symbolically) their entry into the field’ (Ezzamel et al.2012 p. 
301). 
In the implementation of the performance management system, the 
professionals in the Science Division and the Horticulture Division, 
disadvantaged by the new practices, aligned their interpretations with their 
extant logic of governance (See figure 17).  
As a public sector organisation, the governance (state) logic was inherent in 
all actors in varying degrees. Less embedded in the logic of governance 
(state) than the other two divisions (see table 4), the logic of governance 
managed to have cleared the way for the entrance of the new system which 
symbolised a new logic of business to the field. Although the new system 
symbolised business logic, it was motivated and sanctioned by the state. 
Therefore, the professionals dismissed the business logic symbolised by the 
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system and focused on responding to the logic of governance (state), 
satisfying the bureaucracy and only recognised the usefulness of the system 
in its power of representation. 
When the professionals interpreted the system in the logic of governance 
(state), they accepted that they needed to do something to satisfy the 
government. As they were partially embedded in the governance (state) logic 
as public servants, they accepted the obligation to report: 
‘If not this (the system), it would be something else’.  
(Scientist 3) 
‘I think some of the information we are collecting is probably 
very useful for emphasising the relevance of the institute 
externally... If we can provide the information that says we 
are important and we are relevant and we need funding 
that’s good. And I’m happy to provide those figures….’ 
(Scientist 6) 
 
However, they did not believe one set of information collected in the system 
could be both meaningful to the internal and external users of the system. 
‘ We are using the number to feed out to people that we think 
people would be interested externally but there are not 
necessarily the numbers that we internally use to plan. We 
are too busy collecting the information so we don’t have time 
to do anything with it. ’ (Scientist 6) 
When professionals interpreted the system through professional logic, they 
felt threat and disturbance. They reconciled their interpretation through 
professional logic and governance (state) logic and concluded that the 
system can be useful as a tool to defend professional freedom.  
Scientists interpreted the introduction of the new system as the 
organisation’s strategic decision to accommodate the ever tightening control 
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from outside and above. Therefore, they believed that the purpose of the 
system was a modest representation to keep the government at bay. The 
increased amount of administrative work caused frustration. The scientists 
considered that they had more important things to do. However, they had to 
comply because academic freedom was at stake: 
 ‘I find that very frustrating and I think we are doing this 
extra work, because for me it is extra work… And I think 
that’s a frustration.’ (Scientist 6) 
Members of the Horticulture Division, on the other hand, also interpreted 
this new system as another layer of bureaucracy which was a necessary 
aspect of life of a public organisation. Instead of actively resisting and 
delegating the responsibility to individuals, the senior managers in this 
division decided that the most efficient way of dealing with this bureaucratic 
imposition was to report collectively to satisfy the minimum requirements. 
The senior managers spent a couple of hours every month with the director’s 
personal assistant to fill in every page of the system. In this way, other staff 
were shielded and protected and able to carry on their previous work routine. 
Senior managers thus assumed the responsibility and absorbed the external 
pressure placed on their colleagues: 
In respect of ESM, I’m the ‘buffer’. I think of myself as the 
‘buffer’ from all these external demands (for my staff)…. So 
all of this is largely for political reason, if all that we are 
doing is means to an end (the information requirement from 
above), which is fine. But it is not a management tool. (Senior 
Horticulturist 1) 
‘I’ve always asked the question, is this system a reporting 
tool or a management tool? It doesn’t work as a management 
tool for us…. It (the system) does not do anything for me, but 
if it keeps the Scottish Government happy, if they are happy 
then I’m happy. ’ (Director 3) 
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As we have seen, the Corporate Services Division and Enterprise Division 
were dominated by governance (state) logic (see table 4). They were 
advantaged by the new management accounting system. As supporting 
divisions, they were placed on the same platform as the functioning 
divisions and they aligned themselves quickly with the new system. The 
Corporate Services Division had the timeliest reporting into the new system 
(ESM) on a monthly basis. Quality was good and with appropriate amount 
of details. Enacting the sources of their logics (see table 4); staff interpreted 
this system as another layer of control, which was necessary for satisfying 
the government. Therefore, few challenges from staff were encountered. Also 
aligned with professional logic, the system signalled improvement and 
innovation in reporting techniques. As a result, the system was a source of 
pride for managers in these two divisions. Following implementation, they 
reported in a timely manner but also claimed that they attempted to utilise 
the system more closely to facilitate their everyday operations although they 
had limited success. These two divisions embraced the system with a more 
positive attitude.  
 ‘The ESM system provides highly accessible and widely 
disseminated performance and financial information. The 
financial systems at the Royal Botanic Garden Edinburgh are 
complex due to the requirements of company and charity 
legislation, the government accounting regulatory framework 
and the multiple information needs of the many grant 
awarding bodies that fund our work. The ESM system 
provides extensive performance and financial information 
which is accessible to all staff and provides a high level 
picture of where resources, particularly staff time, are being 
utilised.’ (Senior CSD Manager 1) 
‘ESM is an exceptional business tool, allowing managers to 
view strategy performance at a glance. Combined with the 
Strategic Costing System, decisions on cost centre budget 
allocations and future strategy development can be made, 
using up-to-date factual information, saving both time and 
money.’(Director 5) 
Page 167 of 240 
 
These mixed responses to the management accounting change could be 
explained by the different levels of embeddedness in the governance (state) 
logic. For example, like the medical professionals, scientists are less 
embedded in the governance (state) logic and therefore, tend to interpret the 
changes through their own professional logic. And they are likely to 
interpret the business logic represented by accounting as intrusion. 
Meanwhile, other professionals, like accountants and commercial managers 
working in the public sector are more embedded in the governance (state) 
logic, therefore, are more likely to accept changes which are likely to bring 
more legitimacy and resources to their organisation.  
7.5 Unintended Disturbance and Instability Caused 
By Institutional Conflicts 
The accounting devices facilitated competition of interpretation amongst 
divisions. Before 2007, the organisation responded to the governmental 
requirement as a whole. The performance management practice was 
designed to present the organisation to sponsoring department and other 
stakeholders. This activity was carried out by only a small number of 
employees on behalf of all staff. There was an implicit agreement between 
professionals who promoted the system and those who resisted the system 
that the main purpose of the system was to deal with the external pressure as 
a whole. However, as the system cascaded down to lower level, this 
consensus fractured. The scope for decoupling was diminished.  
With the further use of accounting devices (ESM and the new costing 
system), the reporting responsibilities were cascaded down to divisional 
level, departmental level and subsequently individual level. This caused the 
professionals to experience an unanticipated disturbance and instability in 
the organisation as a whole. 
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Prior to the introduction of this system, professionals gained legitimacy and 
credibility from their respective fields. For example, scientists enjoyed 
freedom in research as long as they produced a certain number of oral or 
written papers a year to their supervisors. Now, with the system in place, 
this arrangement was no longer adequate. A new accounting platform was 
put in place which encouraged various professionals to compete and 
demonstrate their outcomes in a way determined by accounting devices. In 
order to justify the budget allocation, all divisions now had to deploy the 
language of the new performance management system, demonstrate the 
relevance of their activity in relation to the organisation’s balanced scorecard 
and the National Performance Framework (2007). 
The professionals not only had to demonstrate their work to colleagues but 
also external stakeholders in a number of ways on a number of occasions, 
often in relation to the same activities. The preparation of multiple accounts 
took a significant time beyond their established work routines and schedules. 
In consequence, the tool designed to improve service delivery ended up 
compromising the service being delivered. 
Professionals embedded in professional logics with fewer homologies with 
the logic of governance (state) exhibited stronger resistance and offered more 
challenges to the new system. Scientists and horticulturists were now obliged 
to demonstrate their contribution and achievements through the same 
system and using the same vocabulary to that used by the accountants and 
commercial managers (See table 4).  They felt more pressure due to the need 
to justify their work and fight for legitimacy of their work. Not surprisingly, 
the study found that scientists and horticulturists expressed more doubts 
and frustration with the system than accountants and commercial managers. 
This echoes proposition 3 in Ezzamel, Robson and Stapleton (2012) that  
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‘Conflict between logics in a field is mediated by the 
homologies between the logics within the field and the logics 
outside of the field that propel new logics into a field’ (p. 
301). 
Professionals such as scientists and horticulturists are embedded primarily in 
their respective professional logics which are further distant from the logic of 
governance (state) than the accountants and commercial managers. As a 
result, they were greatly disadvantaged and disturbed by the new 
management accounting system. Many scientists admitted that they only 
interact with the system once a month when they absolutely had to deal with 
it to satisfy the minimal external requirements.   
‘I used to have to fill in a bit on the ESM system, and I don’t 
do that anymore…That just seems so ill defined, that umm, 
it's a case of bad data in and bad result out. It doesn’t seem 
to me worth doing.’ (Senior Scientist 5) 
 ‘The main area of conflict is when somebody suggests that 
the data you are gathering is going to answer your question 
(to be useful in practice). And as a scientist I disagree with 
that….’ (Senior Scientist 4) 
Promoted as a heuristic management tool with the potential to ‘tighten up’ 
the parallel organisation, the system generated segregation and tension 
rather than unity to the organisation. It also, to a certain extent, damaged the 
relationship between managers and staff. Professionals felt much less valued 
as a result.  
‘They told us the rational, but if you don’t agree then, that’s 
the end of the discussion…. In this case, it seems our opinion 
was completely unwanted.’ (Senior Scientist 3) 
‘The natural thing for me to do is to keep my heads down and 
satisfy the bureaucracy as much as I can. I operate under my 
own work ethos.’ (Scientist 7) 
The employment of computer based program deepened this segregation.  
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‘So I think a lot of management was taken over by the ESM 
program. It seems to allow managers to shut themselves 
away. They seem to assume by looking at their computer 
screens and not by talking to the staff… Even only for two or 
three minutes and they don’t, they choose not to which I think 
is probably damaging in the long term. And we have to 
employ a person to run the system which is I think is a waste 
of money.’  (Senior Scientist 5) 
With the increasing penetration of accounting devices into their work, it 
became difficult for the professionals to satisfy the professional logic by 
doing their job as well as fulfilling the obligation under the governance 
(state) logic by spending time to demonstrate their work achievements. 
Professional logic and governance (state) logic were put on the platform for 
competition. The coexistence of the two logics was pushed to the edge by the 
increasing use of the accounting system.  
7.6 The Tool Becomes the Master - the Unintended 
Means and Ends Flip 
From the first attempt at producing corporate plan to the use of a fully-
fledged performance management system; the RBGE has experienced 
increasing ‘programing’ through the introduction of new accounting devices. 
The impact of the change is much more sophisticated.  
The increased use of accounting has compromised the public service delivery. 
And the implementation of the system has resulted in more segregation than 
unity. It has become impossible to think of the organisation without referring 
to the implemented system as it provides an organisational image that no 
other devices could. Even for employees who have been there for more than 
20 years and deeply embedded in their own professional logics, the new 
image of the organisation started to inform their cognition. It has become ‘the 
way’ to think about the organisation.  
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Although the various professional groups agreed that the system had more 
use in representation than in practice, the possibility of not engaging with the 
system has been gradually eliminated. The accountants somehow trapped in 
their own devices started to believe that eventually, with more and better 
accounting devices added to the system, it would become a ‘true heuristic 
management tool’. But the tool has unintentionally become ‘the tiger that no 
one can tame’. Rather than fulfilling the role of a tool for management, it has 
become the primary concern for the management to maintain its appearance. 
The failure of the system would implicate more reputable damage to the 
organisation.   
Leading this management accounting innovation has won the organisation 
recognition from and beyond the Scottish Government. This external 
recognition has legitimated the existence of the system and justified further 
investment of resources in it. 
As a result, more resources went into the maintenance and development of 
representations rather than the service itself. Instead of supporting 
professionals in carrying out their work, accounting became more and more 
pervasive in the organisation, professionals felt marginalised in this process. 
The supportive nature of accounting faded. The increasing size of corporate 
services functions in the public sector is a common phenomenon.  
‘Corporate Services burgeoning over the past 10 years, while 
we are still carrying gapped posts. There are constant 
conversations among my colleagues about this.’ (Senior 
Horticulturist 1) 
‘Since I’ve been here which is now 20 years, I’ve seen 
position of the head of corporate services, the garden 
secretary that position used to be known, has raisin to be 
equal now to the head of science and head of horticulture. 
And this seems to me and I’m sure to quite a number of my 
colleagues, anomalous that to what you might call a 
productive division, the ones that doing the science and doing 
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the horticulture are sometimes being out voted by the one 
who’s supposed to be making sure we run correctly.’ (Senior 
Scientist 5) 
In the case investigated here, government regulations brought new business 
practices into a field dominated by professional logics with a view to 
increasing ‘efficiency, transparency’. In practice, the new system is not 
interpreted in the context of the intended new business logic. Rather, the 
professionals align their interpretation with extant logics – the logic of 
governance (state). Therefore, the need to focus the limited resources on 
representation of the organisation’s work left the potential benefits for 
practice barely explored. The government assumes that such systems could 
not only align the professionals and the state, but also improve the 
representation and the practice. In practice, this was not the case. 
Although professionals in the case organisation agreed that dysfunctional 
consequences started to emerge following the implementation of accounting 
devices, from an observer’s perspective, the change was set on a deviant path 
from the beginning. The need to satisfy the Scottish Government and the 
board of trustees appointed to the RBGE, the purpose of legitimacy seeking 
was imprinted on the system since day one. As a result, it was impossible for 
any subsequent introduction of accounting techniques to be functional solely 
managerially. The usefulness of the system in representation defied its 
usefulness of it in practice. This finding contrasts with the textbook 
understanding of management accounting as a reporting tool and 
management tool at the same time. In the institutional context of the case 
organisation and its field, it is impossible for the professionals to treat it as 
both. 
This research also provides a contrasting image of professionals’ attitude 
towards business-like practices, such as accounting. Compared to the earlier 
studies in the 1990s and early 2000s (e.g. Broadbent and Laughlin, 1998; 
Page 173 of 240 
 
Broadbent et al., 2001), professionals’ reaction can be mixed and can change 
dramatically in a short space of time. In the case under investigation, a 
dramatic turn was caused by the decision to introduce one accounting device 
(ESM). Professionals’ reaction to the entire system changed to negative from 
positive. 
Grounded in institutional multiplicity, this study provides an alternative 
perspective to the growing literature on complex performance management 
use in the public sector. Viewing the organisation as a collective of different 
professionals specialising in different tasks, the study moved beyond the 
common norm of ‘hypocritical’ management techniques imposed on public 
sector organisations coercively. Institutional logics perspective proved to be 
useful in teasing out the complexity of the organisational change, especially 
the micro processes. However, professionals in this case study can exhibit 
more fluidity in the degree they are embedded in different logics. In other 
words, the compositions of various institutional logics are constantly 
changing. Although institutional logics helped explaining behaviour in the 
longer term, this framework showed its limit in explaining sudden and 
unusual behaviour. 
Another interesting aspect in this case study is the small group of 
professionals (accountants) and how they switched sides when the 
accounting system got recognised beyond the organisational boarders. 
Several professionals with expertise in performance management delegated 
to carry out performance management system design and implementation in 
such organisations can blur the line between ‘de-coupling’ and ‘coupling’. In 
such circumstances, the new system is likely to disturb the long-established 
power balance and this could have implications for actual service delivery by 
other professionals in the organisation. The small group of professionals 
delegated to deal with external institutional demands, filtering institutional 
pressures are located in a crucial position in the entire change process. This 
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small group of professionals are equipped with knowledge of multiple 
institutional logics and are in a position with potential to promote 
(unintentional) institutional change. This area could be fruitfully explored 
further. 
At the beginning, the minority logic (performance logic) holders were 
facilitating the work of the majority (professional logic). Over time, the new 
system comprised multiple accounting devices facilitated the unintended 
disturbance of professionals and caused organisational instability while 
promoting governance (state) logic. As a result, professional logic and 
governance (state) logic were put to competition. This has compromised the 
quality of public service delivery. 
This unintentional consequences caused by the change process could lead to 
means and ends flip. The tool (accounting devices) for the organisation could 
take centre place in organisational life and distort the aim of the organisation 
in the long run.  
According to the managers, the most desirable features of management 
accounting inscriptions in this context is that they link various activities, 
resources and stakeholders together on one page. However, it is necessary to 
be aware that the link is subjective and the different types of relationships 
between the linked are overlooked.  
Because of this feature, the inscriptions are not relevant to day to day 
operation therefore it is easy for the organization members to put aside 
unless the managers need to justify decisions or fill in reports. This has 
provided an explanation for the difficulty in pursuing the active use of 
management accounting techniques in the public sector. As the management 
accounting inscriptions do not address various types of institutional 
complexity, the organization members can only recognize the usefulness of 
the inscriptions in making links between different actors and providing a 
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streamlined model of rationality. However, the usefulness of inscriptions 
will probably be limited to this as the inscriptions do not have the qualities 
that the internal members of the organization require.  
Important policy implications can be drawn from this case study. Although 
organizations might be actively embracing the idea of employing new 
management accounting techniques, especially the use of inscriptions, the 
crux of the problem lies in the nature and qualities of management 
accounting inscriptions. The pursuit of visibility could lead to a different 
image being portrayed and organization being more opaque when the 
audience of the inscriptions believed what they see is real. 
The new image also signalled ideology change in the institution, contributing 
to the trigger of change in professional individuals’ mentality. The role of 
emotion and sense of belonging in institutional change is explored in the 
chapter nine.  
Another aspect of the findings on visual inscriptions in this case suggests 
that the quality of adaptability of the management accounting inscriptions 
(BSC and strategy map) is crucial to its survival and transmission. They can 
be designed and re-designed, as it happened in the case organisation over 
the past 10 years, so the idea of discarding the device became more and more 
unthinkable. The ability to accommodate the requirements for changes is key 
to the survival of the inscriptions and this ability makes it possible for them 
to stay around long enough to be taken for granted, hence contributing to 
institutional changes. This finding is in line with literature inspired by Actor-
Network Theory and ‘boundary objects (Star & Griesemer 1989)’. Therefore, 
although the version of BSC in the case organisation has been modified and 
lost its crucial characteristics of the original design by Kaplan and Norton 
(Kaplan & Norton 1996), being able to sustain the identity of BSC is crucial 
for its legitimacy and survival. Another crucial dimension of visual elements 
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is the ability of the institutional entrepreneur to manipulate such visual 
inscriptions to frame changes in a way that enables and promotes change. 
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CHAPTER 8. THE CASE OF THE RBGE – PART III 
INSTITUTIONAL ENTREPRENEUR AND VISUAL 
FRAMING 
 
There is an important theme emerging from the data analysis – the visual 
power of management accounting tools, such as the Balanced Scorecard and 
Strategy Map. The institutional entrepreneur’s skill in mobilising visual 
inscriptions is important in promoting changes. This chapter investigates 
how institutional entrepreneur using visual framing with accounting 
inscription can promote management accounting change. 
8.1 The Power of Visual Inscriptions  
Visual inscriptions are socially created, manipulated material objects, which 
are constitutive part of social practices.  The use of such objects can play an 
important role in social processes such as the management accounting 
process under investigation in this organizational context. They can also be 
strategic which are symbolic devices that can influence audiences’ perception 
and often, can act as persuasion devices (Meyer et al. 2013). 
Accounting studies have acknowledged the role of artefacts in accounting 
change. Accounting inscriptions have power because their rhetorical and 
persuasive nature. Quattrone (2009) explored the conditions of the 
emergence of accounting technique and the conditions, which allow it to 
diffuse. Four interrelated aspects were identified: “the nature of accounting 
as a method of classification for the organisation of thinking and knowledge; 
its reliance on images and its visual impact; its ‘orthopraxis’ nature which 
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offers a workable space and time; and the relationships between accounting 
and the medium through in which it materialises (Ibis, p. 85)”.  The power of 
the accounting inscriptions and their ability in making new links between 
various actors made the institutional change and power shifts possible 
(Quattrone 2009).  
In a later article, Quattrone and colleague investigated the power of visual 
inscriptions, such as BSC, and conceptualise that they are a ‘force and 
process’ which enable innovation, coordination, competition as well as 
motivation (Busco & Quattrone 2015). 
Organisation studies have also explored the important role of visual 
presentations and the difference between verbal languages and visual mode 
of communication. Four core propositions were made to explain the power 
of visual representation (Meyer et al. 2013):  
Firstly, “the verbal and the visual mode of meaning construction both 
materialize, organize, communicate, store, and pass on social knowledge 
with in particular communities. They both constitute complex systems of 
symbolic signs and are able to build up and organize zones of meaning (Ibis, 
p. 494)”.  
Secondly, “the verbal and visual mode of meaning construction both 
contribute to a society’s social stock of knowledge and are, thus, part of an 
objectified social reality. The use of visual artefacts – similar to verbal text – 
serves to create, maintain, and defend particular forms of practice and the 
particular forms of knowledge that underpin them (Ibis, p. 494)”.  
Thirdly, “the visual mode of meaning construction... is characterized by a 
prevalence of holistic and immediate information, rather than linear and 
sequentially arranged information (Ibis, p. 495)”. 
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Fourthly, “visual representation can objectify social arrangements and 
socially constructed realities through the absence of predication, explicit 
logical conjunction, and grammatical mood and through its capacity for 
accurate and detailed depiction (Ibis, p. 495)”.  This visualizing power 
together with the economizing power of accounting could influence 
organizational and institutional changes (Meyer et al. 2013).  
Constructivist research has extended the institutional approach, especially on 
the ambiguity of management accounting inscriptions and how they enable 
institutional change (Modell 2009; Dambrin & Robson 2011).  Especially, this 
approach has highlighted the fact that the management accounting 
inscriptions are not merely tools used by organizations in an objective way, 
instead, these inscriptions offer a specific way of viewing the organization so 
that it in turn affects the organization in, often, unexpected ways.  The 
organizational life is reduced into devices and inscriptions such as balanced 
scorecards and performance measures to enable control at a distance (Robson 
1992).   
Some studies look specifically into one type of popular device, such as the 
balanced scorecard investigating its power in visual representation and 
rhetorical power (Qu & Cooper 2011; Nørreklit 2003; Free & Qu 2011).  
However, it is unclear how power of accounting inscriptions are harvested 
by institutional entrepreneurs and used to promote his/her change agenda. 
This thesis proposes the concept of ‘visual framing’, which is used by 
institutional entrepreneurs to promote their change agenda. 
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8.2 Visual Framing as Repertoire of Institutional 
Entrepreneurship 
Coming from media and communication studies, visual framing is powerful 
in shaping the way a particular problem is defined and interpreted 
(Rodriguez & Dimitrova 2011). 
In the case of RBGE, the accounting inscriptions are used by the institutional 
entrepreneur, which contribute to framing some aspects of institutional 
complexity out of the audience’s attention.  
First, the streamline structure of the balanced scorecard and strategy map 
ignores the complex co-operation between departments in delivering 
complex tasks. For example, the objective ‘education’ requires input from 
both Science and Horticulture divisions. To deliver education programs, both 
scientists and horticulturists have to take time out to design lectures, 
compiling programmes and materials, supervising students as well as other 
related tasks. These tasks are in conflict with delivering some other tasks, 
such as research and garden maintenance. By defining the relationship 
between activities and objectives in a linear way, the institutional 
entrepreneur left the heterogeneity of the relationships out which made the 
inscriptions simple and logical enough for easy acceptance. 
Secondly, the visual framing also hid the time dimension of management 
accounting.  There were constant trade-offs when managers in the case 
organization decided to assign resources to tasks. Not all objectives are being 
delivered at all times. Some activities had to be prioritised in the allocation of 
resources simply because they are the predecessor of other activities. Some 
objectives are strategically more important than some other. The use of 
visual framing left these dimensions and difficulties out of the picture so that 
they are accepted.  
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Thirdly, some things are easier to make visible than others. The institutional 
entrepreneur had to make a choice. For example, the professional logic is 
more difficult to make visible through inscriptions than state/managerial 
logics. It is normally more difficult to value a rare plant specimen in the 
herbarium than the number of visitors. The same logic applies when the 
organization is trying to design its performance measurement system. Some 
aspects of the organization got better representation than other aspects. More 
than often, the more invisible aspects are central to scientific and cultural 
organizations like the RBGE. However, by choosing to use visual framing in 
promoting changes, the invisible aspects are avoided for easy acceptance. 
The new type of control signalled by the management accounting 
inscriptions framed with a streamlined logic of input-output-outcome is 
forcing professionals to rethink their work and how to allocate more time 
towards the tasks more easily measured.  
Consequentially, with the approval from the Scottish Government, the senior 
management will tend to rely more on these visual framing and try to make 
them work. This will result in a contrast between the complexity that is 
experienced in the organization on a daily basis and that of simplified image 
provided by seemingly logical inscriptions.  This creates difficult for 
management and this could provide an explanation for the symbolic and 
decoupled use of management accounting techniques including various 
inscriptions such as balanced scorecard and logical framework.  This case 
study has shown that the active pursuit of visibility by the case organization 
with goodwill can result in a paradox situation for the organization. The 
external approval made the use of management accounting inscriptions more 
indispensable to the organisation for legitimacy reasons. However at the 
same time, because of the visual framing and its hidden complexity, the 
organization was stuck with the inscriptions and constantly trying to make 
them work but kept failing to do so.  
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The development and promotion of visualisation of organisational strategy 
and objectives can be important resource for culturally embedded actors to 
become potential institutional entrepreneurs. As the case finding suggests, 
the ability of using visuals to promote organisational change is an important 
skill of the entrepreneur – the Director of Corporate Services Division.  
In this case study, the institutional environment contributed to the change by 
presenting the problem of the public sector reform, which asks for more 
efficiency as well as more transparency and accountability. On an 
international level, New Public Management has been an on-going trend for 
decades. The UK government has pushed public sector reform since the 
1980s and the adoption of private sector managerial techniques is regarded 
as better practice (Hood 1991; Hood 1995; Lapsley 2008). The institutional 
environment creates normative and sometimes coercive pressures on the 
case organisation to adopt performance management techniques. From an 
institutional perspective, one of the main causes of accounting change is the 
operation of multiple external institutional forces. Organisations adopt 
accounting systems or make changes not because of technical requirements 
but to comply with external institutional requirements. However, this cannot 
explain all the case findings. The change did not happen until someone with 
the necessary skills to make it happen. And one of those important skills is 
the use of visual framing.  
To take an opportunity and turn it into a thorough and radical organizational 
change, we have to regard the individual ability of institutional and cultural 
entrepreneur and their use of various devices to pursue the goal of change. 
While the adoption of new techniques as contingent on the local and global 
recursive discourses coinciding with local possibility of action (Hopper & 
Major 2007), some local initiatives lead to more radical changes than others. 
This case organisation falls into the former category. Coincided with the 
managerial pressure for strategic planning, the senior management team was 
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faced with a problem of lack of expertise. The institutional entrepreneur 
recommended the development of a strategic tool, which resembles that of a 
balanced scorecard and over time, he led the development of an accounting 
system to further the change process. He believes that the accounting 
innovations could provide better managerial information, which would 
improve resource allocation efficiency and strategic governance.  
The use of visualisation (the BSC tool and the strategy map) facilitated the 
entrepreneur to get other parties interested. As a popular business tool 
developed for the private sector originally, the balanced scorecard managed 
to get some senior management interested however, as a scientific 
organisation, there has been a strong antipathy to business terminology. The 
institutional entrepreneur therefore redesigned the balanced scorecard and 
customised it in order to get it fully ‘domesticated’. Apart from taking out all 
commercial terminologies, a fifth perspective was added to the balanced 
scorecard on top of the four existing perspectives – the Scottish Government’ 
National Outcomes. This has shown the importance of the skill and expertise 
of the institutional entrepreneur in the promotion of the change. The use of 
image and design facilitated the entrepreneur. The ability to use visuals to 
facilitate and frame the strategy greatly lowered the barrier for the new 
version of the strategic tools being accepted.  
The visual framing enabled the organisation members to view the strategy of 
the organisation ‘all on one page’ by illustrating organisational input to 
output, to strategic objectives, impacts and to the governmental objectives. 
Senior managers were particularly glad about this development as it enabled 
them to view strategic performance at a glance. They also expressed their 
approval of having such a framework to assist with ensuring that the 
organisational activities were properly aligned with the organisational 
objectives, and further with the government agenda. 
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The visual devices proved to be extremely helpful in locking down allies. 
Potential pro-change actors from other division could be identified from 
their responses towards the balanced scorecard and the strategy map. The 
entrepreneur would then work with them to further promote the change. 
Since 2010 when the computer based system designed based on the BSC and 
Strategy Map was updated to the current version, the entrepreneur 
encouraged all input. The purpose was to engage people to work with this 
system. Technical support was provided on a full time basis.  During this 
period, the risk of ‘decoupling’ was ignored. The purpose is to get maximum 
involvement and form a reporting routine. The position of the entrepreneur 
also proved to be crucial to promote change. As the entrepreneur holds 
senior management position, he had the authority to allow ‘decoupling’ and 
being able to control the quality of the input are important here as it gave 
him the freedom to intervene and correct at a pace that he was happy with.  
In 2011, the input from different actors reached a satisfactory level deemed 
by the institutional entrepreneur; he started to pay more attention to 
regulating the quality and the quantity of the input by other divisions. 
Meanwhile, incremental changes were made by the entrepreneur to regulate 
the input to more strategic reporting and less day-to-day narratives.  
In late 2012, a major ‘slim-down’ was made to the software system. Only 
strategic level reporting was permitted. There is a subtle balance between the 
amount of rules and resistance.  By introducing more rules, the entrepreneur 
could make other actors’ input more strategically useful, which would make 
the whole system more relevant to management. Then the positive feedback 
could lead to more people accepting the system. However, introducing more 
rules and conducting more interruption would induce more reluctance, 
which would lead to actors’ intentionally lower the quality of input. 
Meanwhile, if the entrepreneur introduced less rules, then the input would 
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have little value or relevance to management, which would then undermine 
the potential of the entire system. 
At this critical stage of the change, the institutional entrepreneur mobilised 
the change and succeeded in gaining external support from the government 
and other public organisations. This recognition further reinforced the belief 
that this system was beneficial and had great potential for the entire 
organisation.  
Six articles were published in various professional journals written by the 
entrepreneur. He also presented this innovation in various meetings with 
government officials as well as external visitors (also international visitors). 
Numerous conference presentations generated great interest from external 
parties. As the innovation was gaining more recognition within the UK, the 
entrepreneur also embarked on a serious of business trips during 2010 to 
2013 to disseminate this system and its achievement internationally6. These 
achievements brought the entrepreneur credibility, which helped to settle 
controversies and challenges from the anti-change actors. It also satisfied the 
innovation’s need for legitimacy. During this process, the institutional 
entrepreneur gained significant field level support and this has translated 
into the progress of the change process.  
Combining with other social skills already mentioned in the literature, the 
ability of using visuals as a framing device greatly adds to the institutional 
entrepreneur’s ability to influence the change process. Using visual devices 
in this case helped the institutional entrepreneur deal with the institutional 
complexity involved in this organisation and helped mediating various 
                                                 
6 The inventors of the balanced scorecard, Kaplan and Norton met with the innovator during 
his trip to America. Subsequently, they both came to the case organisation for a celebration 
of the 20-year anniversary of the balanced scorecard. During his visit to the USA, a number 
of gardens received his presentations about this innovation. He also visited Chinese 
Academy of Sciences in Beijing, Singapore botanic garden, etc... 
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interests. Visuals are part of the cultural and social toolkit, which 
entrepreneurs can draw on. 
The case findings also show that the use of visual greatly improve the 
strategic communication between various actors across and beyond the 
organizational borders. The visual presentation of ‘the organisation on one 
page’ provided a means to explicitly express a collective identity which was 
previously absent. By acquiring internal support gradually and along with 
external reputation and legitimacy, the ambiguity of the visual presentation 
and the openness for interpretation was highlighted in the research process. 
Just because of these characteristics, visual framing proved to be valuable to 
the institutional entrepreneur and they have different qualities from verbal 
and textual narratives.  
8.3 Summary 
Due to the power of the accounting inscriptions, the accounting system, 
which was designed as a tool to facilitate professionals’ work, ended up 
being the all-important image that members of the organisation had to 
maintain. Rather than facilitating better coordination, accounting facilitated 
the disturbance of professionals.  
By harvesting the power of accounting inscriptions, the institutional 
entrepreneur could promote his the change agenda. More specifically, the 
role of visual rhetoric plays an important role in promoting institutional 
changes as a device to hide institutional complexity and part of the repertoire 
of institutional entrepreneurs in its flexibility and malleability to help 
connect various stakeholders and display homogeneity in the organisational 
image.  
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In the next chapter, a broader scale field survey was used to explore the 
emotional group dynamics that first emerged from the case observation in 
RBGE. Specifically, how emotional ties and dependencies are affected by the 
implementation of management accounting practices and this emotional 
aspect can potentially contribute to institutional change. The next chapter 
explores the coping mechanisms employed by the organisations and how 
this has affected their organisations and their professionals.  
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CHAPTER 9. PSYCHOANALYSIS AND 
INSTITUTIONAL CHANGE 
 
The previous chapters have examined the macro institutional context – the 
multiple fields that the case organisation is embedded in (Chapter 6); the 
accounting change process in the case organisation (Chapter 7); the role of 
institutional complexity in the change process (Chapter 8); and how 
institutional entrepreneur use accounting inscriptions as visual framing 
devices to promote change (Chapter 9). Following the previous chapters, this 
chapter explains a novel dimension of institutional processes, how emotional 
and unconscious processes in group-dynamics can cause and propel 
institutional changes.  
9.1 Introduction 
Recently, literature has suggested that emotions and feelings are in play in 
the institutional dynamics (Croft et al. 2014; Creed et al. 2014; Boedker & 
Chua 2013). The emotional processes play an important role in organisational 
life and the process of change and can very much influence the outcome of 
institutional changes (Voronov & Vince 2012). However, how individual 
processes are connected to group processes and organisational processes, 
and how these processes influence institutional changes are the theoretical 
questions to explore in this chapter. 
To unpack the cognitive and emotional dimensions of institutional changes, 
this chapter takes the case observation in RBGE as a starting point and 
examines similar scientific and cultural organisations in the same regulatory 
environment to explore the role of emotion in institutional change especially 
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the role of specialist work group in affecting emotional processes and 
colonising the organisation. Emotional aspects used to be part of the territory 
of psychology studies, however lately organisation studies, especially 
institutional studies have attempted to incorporate emotions as factors 
influencing institutional changes(Creed et al. 2014), especially their influence 
on cognitive and emotional investment and disinvestment (Voronov & Vince 
2012). And individuals’ emotions can affect their commitment to institution 
arrangements and therefore, have implications in institutional processes 
(Creed et al. 2014). 
The growth of managerial professionals can be seen as a profound 
institutional change (Hwang & Powell 2009) which takes place in the public 
sector. The evaluative and normative practices which are common to these 
professionals can reduce other professional work to a routinized and 
standardised product (Suddaby & Greenwood 2001). Professionals with 
management expertise are distinguishable from those with different skillsets 
in fields such as law, medicine, sciences, social work etc. (Hwang & Powell 
2009). These new professionals link organisations with their institutional 
environments, facilitating information flow which could potentially colonise 
other domains of professional work as well as establishing new power 
relations and hierarchies (Hwang & Powell 2009). 
Conceptualising these small to medium size organisations with strong 
professional identity as professional work groups start with the observation 
that the individuals in the scientific and cultural organisations have strong 
commitment to their professions and organisations. In such professional 
groups, group leaders usually have significant role in the group identity and 
have significant symbolic meaning to group members. This chapter follows 
the theoretical foundation in Voronov and Vince (2012) and proposes that 
there is an important neglected dimension – group emotional dynamics.    
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In this chapter, I look closer to the intersections of institutional logics in 
organisations and examine the mechanism used by these organisations to 
cope and respond to the demands from the institutional environment – 
setting up special work groups. These special work groups are set up to 
shield the rest of the organisations from performance management. This 
chapter also discusses how the use of special work groups can have an 
impact on emotions of individuals, which might lead to disinvestment in 
institutions.  
Through surveying the field, most organisations have set up a work unit to 
deal specifically with the demands from the government of having such 
performance management practices in place. Interesting changes in 
dynamics are found in the data collected from interviews and observations.  
Therefore, against the backdrop of new public management (NPM), this 
chapter aims to, primarily from a micro perspective: (1) provide some insight 
on the impact of NPM reforms on Scottish NDPBs; (2) explore and 
understand how special work groups have an impact on individuals’ 
emotions; (3) explore how emotions influence institutional dynamics and 
changes. 
9.2 Group Level Institutional Dynamics 
The organisations under investigation are small size scientific and cultural 
organisations with highly respected professionals as leaders. For example, 
senior scientists have taken up the position of Head of Royal Botanic Garden 
Edinburgh, over the years, with special expertise in botanical science and 
garden management. The Head Librarian of National Library of Scotland has 
extensive experience in managing large collections. Similarly, the heads of 
National Galleries and Museums of Scotland are both equipped with 
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impressive professional background and are among the leading 
professionals in their own area of expertise.  
Each division is centred on a leader who is, first and foremost, a successful 
professional to his fellow colleagues with respectable knowledge, experience 
and background. Be they scientists, horticulturists, accountants or 
commercial managers, the professional groups are tightly working towards a 
common goal, on a project or a mission. Therefore, the divisions are, first of 
all, a professional group and then part of the organisation. This pattern is 
also found in departments within divisions.  
These leaders take central role of their respective professional group and are 
deeply embedded in their professional logics and institutions. The rest of the 
organisation members, especially within the same profession, respect and 
follow the leader in conducting their professional work and they look up to 
the leaders of the groups to protect and keep professional identity intact 
when the group faces external threats to the territory and reputation of the 
professions.  
Emotions can be difficult to document. It was only possible through 
prolonged field immersion. Over the course of two years, I was able to 
recognise each individual’s expressions and gestures during formal 
interviews. I was also gather information during informal interviews 
(random chat along the corridor) of individuals’ descriptions of how they felt 
about the new practices and processes in place.   
During one field visit, I walked past the office of a senior scientist who 
refused to be recorded during the interview. I reassured him that I could just 
talk to him and take notes. He expressed his frustration and disappointment 
in the management and the loss of trust in the science profession. He thought 
that the natural thing for scientists to do was to keep their heads down and 
satisfy the bureaucracy as much as they could. He stated that he expected the 
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head of Science Division, as their leader with the same professional 
background, to defend their professional autonomy and shield off the 
pressure for them. However, on contrary, the head of Horticulture chose to 
‘act as a buffer’ for his staff, because he believed that ‘this was his 
responsibility’.  
As Abbott (1988) illustrated that professional values often permeate 
organisations. Therefore, professionals often exhibit greater loyalty and 
embed more deeply in their professions rather than the organisational 
structure they are in. In complex modern organisations with complex 
environments, organisations tend to house different professional groups to 
deal with different institutional demands. This creates a further demand for 
group-based structures (Hayne & Free 2014). And often, professional groups 
have the same professional value and group members can have significant 
emotional attachment to their groups and see their leaders as a parental 
figure (Bion 1961).   
The significance of this finding is the new level of empirical analysis. 
Institutional research has looked at levels of analysis including society, the 
industry, the organisation and individuals (Swogger Jr 1993). Besharov & 
Smith (2014) point out that in institutional logics research, intra-
organisational heterogeneity and how logics manifest in organisations is 
under-researched. This chapter argues that conceptualising organisations as 
collections of different professional groups can help unpack the dynamics.  
This mixed response extended that of Broadbent and Laughlin’s (1998) 
finding that the GPs and head teachers set up ‘specialist groups’ to cope with 
the changes.  In the empirical context of the thesis, professionals’ responses 
to public sector changes differ on an intra-organisational group level.  
When organisations in this research face new regulatory requirements from 
the government, professionals groups tend to react in the best interest of 
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their professions. When they perceive the external pressure as a threat to 
their professional work, they will actively resist and develop tactics to deal 
with it, like illustrated by Broadbent and Laughlin (1998). However, the 
resistance in these organisations are different. It is less intentional and almost 
unconscious at times. One of the common features now across these 
organisations is the use of specialist work unit, often referred to as 
‘performance unit’, which are in charge of dealing with various performance 
reporting and management issues. They bring in professionals with different 
educational and occupational background to conduct the work that is new to 
the organisations.  
9.3 The Reliance on Special Work Groups  
In response to the Scottish Government requirement of conducting strategic 
planning and performance management practices, the organisations 
surveyed, depending on the size of the organisation, all have appointed a 
team, large or small, to deal with this task specifically. With the intention of 
shielding the rest of the organisation, these special work groups were put 
into place to manage the new requirements of having performance 
management practices. Different from Broadbent and Laughlin (1998), these 
groups do not only absorb external demands, they also have the choices of 
buffering or internalising external pressure for the organisation, and actively 
engaging in redesigning internal processes. Some of the members of such 
special work groups genuinely believe there is a place for new management 
techniques in their organisation and they are actively engaging in 
institutional work of changes. While others still hold the belief that these new 
management requirements should be kept away from professionals to 
preserve professional work. 
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These special work groups varied in size, ranging from one person in 
National Library of Scotland (NLS), to a team of more than ten in Scottish 
Environmental Protective Agency (SEPA). These organisations prioritised 
the recruitment of personnel on the special work groups as they see this as 
an important obligation to fulfil in order to satisfy the regulatory bodies and 
the Scottish Government. Almost all of the organisations recruited new staff 
member for the special work groups even when they were under pressure 
for funding cuts. When they did not have the resources to recruit new staff 
they often opted to relocate an existing employee, often with expertise and 
experience dealing with regulatory requirements to take up the 
responsibility. 
These special work groups were the further development of the specialised 
group discussed in Broadbent and Laughlin (1998). In their article, the 
authors put forward the proposition that the work of these specialised 
groups requires further investigation. They suggested these special work 
groups had potential to colonise the rest of the organisations and especially, 
how they promoted institutional change. 
These individuals or small groups of individuals had the potential to initiate 
and promote institutional changes as they situated at the intersection of 
institutional changes and two colliding institutional logics (professional logic 
and business logic). Having access to both fields and being able to provide a 
unique service to both external and internal audiences enables them to gain a 
more central position in the organisation regarding their legitimacy and 
resources. This is achieved through their ability to speak ‘two languages’. 
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9.4 Two Discourses - External Reporting and Internal 
Management 
In the search for the answer as to how these special work groups managed to 
influence the organisations and promote changes, it was found that the 
ability of using appropriate ‘language’ to talk to different audiences was 
crucial. This ability allowed the special work groups to communicate both 
with the external stakeholders and their internal colleagues within the 
organisations. Because these special work groups could act as bridges 
between the funding bodies and their home organisations, they could prove 
themselves as vital organisational resource in gaining legitimacy and 
managing relationship with their funding bodies and the Scottish 
Government. As a result, the organisations had to rely on these units to 
collect information from their staff and put into a format that was acceptable 
to their regulatory agencies. Over time, these special work groups were 
given the monopoly of managerial practices and reporting and ended up 
being the obligatory passage points (Callon 1986) which  made these units 
indispensable to the organisations.  
One condition that made this possible was their unique location in the 
institutional fields.  These special work groups were located in the 
intersection of multiple fields in-between the external regulatory bodies and 
the professionals within their respective organisations at the same time 
having access to the expertise of the business world.  Therefore, they were 
embedded in different institutional logics. The external regulatory bodies 
exert requirements through governance logic requiring the adoption of 
business practices while the operation of internal professional work follows 
professional logic.  
During my interviews with individuals in the specialist work group 
expressed their constant need to ‘speak different languages’. When they were 
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producing documents they would intentionally choose to speak the language 
of the targeted audiences. Therefore, if they were producing ‘corporate plan’ 
which was a three to five year plan for the approval of the Scottish 
Government, they would speak in a ‘high-level language’. In contrary, when 
they were producing documents for internal use or communicate with 
professionals in other divisions, they would choose to use ‘low-level 
language’.  They would also occasionally spoke in a business language to 
suitable audience. This suggests that the special work groups were equipped 
with the ability to interpret certain circumstances with two or three ways of 
thinking. This was a result of their unique location at the intersection of two 
or three institutional fields and therefore, the two or three institutional logics 
seem taken for granted to them. They insist that it is necessary to ‘speak the 
right language at the right time’. In McPherson & Sauder (2013b), it was 
found that individuals would ‘highjack’ another institutional logic if it 
worked in their favour. But in their case, individuals do this in a few 
instances in the courtroom on a very short-term basis. In this thesis, this 
ability to use different languages to influence different audiences embedded 
in different institutional logics can be a long-term assets for individuals to 
promote their agenda. 
Different discourses can be identified with different institutional logics. 
When the organisation was conducting performance reporting or annual 
reporting, the specialist work group would ‘talk’ in discourse deemed 
appropriate to the government and officials. When they were conducting 
management activities in the organisation, they will switch the discourse, 
which is more internal oriented. The two types of discourse therefore 
corresponded to the two different institutional logics – governance logic and 
professional logic. Governance logic emphasised on compliance to 
regulations while professional logic emphasised on professional excellence. 
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The professionals were aware of the need to pick up the appropriate 
discourse in a given situation. 
It is real challenging getting the language written in a way 
that all of these different people can understand it…. We are 
using different documents for different audiences. So we are 
just reviewing our corporate plan, and we are trying to keep 
it quite high-level language, because it is really for the 
government. Then there’s the annual plan which is the one 
that we focus our staff behind, but it is still quite external 
language, so it is just this year as we build that annual plan 
internally, we also putting into it a lot of internal language 
that we understand as people start using it for their own 
plans. So we have three levels of plans. (Interviewee from 
Scottish Environmental Protective Agency) 
9.5 Translation and Communication as Institutional 
Work 
The concept of institutional work is described as ‘the purposive action of 
individuals and organizations aimed at creating, maintaining and disrupting 
institutions’ (Lawrence & Suddaby, 2006; p215). The important roles that the 
special work group fulfilled in their organisations require further 
investigation (Broadbent & Laughlin 1998).  
One major finding of this chapter is that one key function of these special 
work groups was to translate between two sets of institutional logics and 
their two sets of languages and facilitate communications between different 
work groups. The translation had the potential to maintain and disrupt 
existing institutions within the organisation and could also lead to the 
creation of new institutions. 
The effect of the institutional work conducted by the special work groups is 
to bridge multiple logics while contributing to the gradual change of 
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institutions by changing the group dynamics and especially in this case, the 
dependency basic assumption (baD).  
Linking back to literature from early 1990s, professionals form absorption 
groups to resist public sector changes. This chapter offers a more nuanced 
view of the change processes. Organisations build specialist work groups to 
manage the changes and in turn, these groups act as translators rather than 
buffers. They are more active than passive. However, whether the specialist 
work groups can function is determined by the individuals who head up the 
specialist work groups as well as the organisational environment. Therefore, 
among the field survey of the scientific and cultural organisations, there are 
negative actors who work more like buffers and absorption groups. 
Especially linking to the findings in the previous chapters, organisations 
dominated by professional logics and operating in restricted cultural 
production tend to be more negative than the others. 
It is also found that, when the more positively perceived specialist groups 
are functioning, the collaboration and communication added value. When 
specialist groups are perceived negative in the organisation, the diffusion of 
performance management practices is blocked or slowed down because the 
management and control is done under a dominant professional logic in 
everyday work environment.  
9.6 Emotional Factors in Institutional Change 
The specialist work groups had a significant impact on other organisational 
members’ emotional processes. When they were frustrated and 
disappointed, they were likely to divest from their organisation as well as 
their professional work life and contributed to the institutional change 
unintentionally. Drawing on the framework developed by Voronov and 
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Vince (2012), emotions organisation members have towards changes can be 
regarded as institutional work, which contributes to the divestment to the 
professional logic of their professional groups. Cognitively the professionals 
recognise the value of conforming to the performance logic so that they 
(silently sometimes) reluctantly cooperate with the specialist work group to 
satisfy the requirement for legitimacy.  
According to organisational psychoanalysis theory, organisations are 
processes of human behaviour that governed by unconscious processes (Bion 
1961). The frustration accumulated regarding the requirements from the 
specialist work groups and their increasing emphasis on the managerialistic 
value in the broader public sector can unconsciously lead to the 
disinvestment in their home organisation. Also, if their leader did not act as a 
buffer or a protector for the professional that would break the dependency 
and attachment they had with their leaders which could lead to further 
divestment in the current institutional logic of the group. This could decrease 
their dedication towards group and organizational objectives.  
9.7 Discussion and Implications 
When studying the impact of management accounting techniques and 
practices in public sector organisations, attention is often paid to resistance 
and disruption, which are explained by the cognitive and conscious 
processes of the actors under frameworks such as contingency theory, neo-
institutional theory and other organizational theories. However, this chapter 
argues that in the environment of strong professional bonds (such as that of 
scientific research groups, horticultural groups, artists, librarians, etc.), group 
level analysis could potentially yield more insights than that organizational 
level or individual level.  
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These groups and their organisations have significant impact on the 
happiness of professionals’ work life. Emotional processes could lead to the 
gradual and subtle divestment in current institutional arrangements and 
therefore, contribute to change. Ignoring the psychoanalysis and unconscious 
emotional processes and group dynamics in the workplace could lead to 
important oversight on the impact and dysfunctional consequences in work 
places performance. To enrich the study of management accounting changes 
in the public sector, psychoanalysis and its body of theories could provide 
deeper and more nuanced insights into the phenomenon such as resistance, 
disruption and anti-productive behaviour.  Bring the psychoanalysis insights 
into institutional theory, such as the inclusion of emotional processes, could 
provide the much needed micro perspective and complement the existing 
literature on the micro foundations of institutional theory (Thornton et al. 
2012). 
Among various strands of psychoanalysis theories, Bion (1961) pioneered the 
theory on group dynamics. Conceptualising these relatively small sized 
scientific and cultural organisations as multiple work groups embedded in 
their own dominant professional logics as well as peripheral performance 
logic offer a new level of analysis. A senior professional who is highly 
respected by other professional group members often leads such groups. 
Therefore, the whole group is embedded in one dominant professional logic, 
and functions as work group.  
When intrusion and exogenous shock such as NPM are experienced, the 
work groups look up to the leaders for protection. The penetration and 
introduction of performance management by the leader can be interpreted as 
breach to the implicit agreement between the leader and the group. 
Therefore, the work group can potentially experience dysfunctional 
consequences as it falls to become a basic assumption group (baD). Through 
the use of specialist work group, the intrusion can be reasonably managed. 
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However, the specialist work group has the potential to colonise the work 
groups with their special position in-between the internal organisation 
members and the external stakeholders such as regulatory agencies. Having 
expertise in both fields, such specialist work group have the potential to 
colonise the work groups and initiate institutional changes. 
When colonising behaviour is experienced, group members will exhibit more 
symptoms of basic assumption group, such as more conflict and frustration. 
The conflict and frustration can lead to group members’ divestment in the 
current institutional arrangement. Therefore, institutional change is expected.  
Therefore, adding to previous research, which conceptualised institutional 
work as conscious action of actors that change institutions, this chapter 
explores the emotional processes, which lead to the maintenance and 
disruption of institutions. The empirical investigation shows the strong role 
of leaders in these professional groups, especially during external changes 
being enforced. Protective leaders often take up the responsibility of dealing 
with the external pressure leaving the members’ professional life protected 
and largely unchanged. In this case, basic assumption of dependency (baD) 
is not violated. No emotional disruption is experienced and therefore, 
institutions are maintained. When leaders buy in the managerial changes and 
allow the changes of routine and ideology penetrate the work group, group 
members express disappointment in their leader and therefore lower their 
emotional as well as cognitive investment in the institution and therefore 
could lead to institutional disruption.  
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CHAPTER 10. CONCLUSIONS 
 
This chapter concludes the thesis by providing an overview of the study, 
theoretical and practical contributions of this thesis as well as a discussion on 
limitations and suggestions for future research. 
10.1 Overview of the Study 
This thesis is the fruit of a two-stage investigation in a special and often 
neglected public sector context – scientific and cultural organisations. They 
are characterised by institutional complexity. Through institutional theory 
lens and an inductive approach of enquiry, several research themes emerged 
during the first stage of the fieldwork. Later investigation followed up on 
these themes and subsequently the research findings are organised into five 
interrelated empirical chapters (chapter five to nine). Chapter one sets out 
the background and research questions of the study. Chapter two provides a 
literature review of NPM and interpretive management accounting research 
and chapter three discusses the development and current status of 
institutional theory. Chapter four outlines the research methodology. 
Chapter five to nine present the empirical findings under different themes 
and the current chapter concludes the thesis by offering a summary of 
findings, contributions as well as limitations and future directions for 
research.  
Chapter five begins the empirical enquiry with the questions ‘what are the 
macro-level dominating institutional logics in the field of scientific and 
cultural organisations’ and ‘what is the relationship between the institutional 
logics and managerial techniques in this field’. Informed by the concept of 
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field and Bourdieu’s study on different types of cultural production, this 
chapter focuses on the nature of the scientific and cultural organisations such 
as the Royal Botanic Garden Edinburgh (RBGE), the National Library of 
Scotland (NLS) and the National Galleries of Scotland (NGS).  
Using documents and interview data, it is found that all these organisations 
share a common dilemma regarding the adoption and implementation of 
performance measurement and other management accounting techniques: 
some activities are more difficult to measure and as a result, the professionals 
are reluctant to engage in performance management to maintain professional 
autonomy and protect their territory. However, the broader macro 
regulatory environment is moving towards a more ‘measured’ public sector 
due to the influence of initiatives and trends such as the New Public 
Management (NPM). Therefore, the response from these organisations is to 
measure what is easily measured and leave other immeasurable activities 
out. Thus, this could lead to dysfunctional behaviour and disruptive 
consequences. For example, the less measured area of the organisation will 
be less reflected in formal reporting and as a result, might be politically 
neglected. Another consequence will be internal conflicts due to the fact that 
‘some people can get away with not doing the measuring and reporting’ 
which creates tension between different departments, divisions and different 
functions.  
These scientific and cultural organisations are less exposed than some other 
public sector organisations such as hospitals and schools; however, 
increasing pressure to ‘soak up’ managerialistic values and techniques is 
closing up on these organisations. The special quality that these scientific and 
cultural organisations share is that they have multiple objectives and 
audiences to serve with a number of distinctive professional groups working 
together. With multiple objectives to fulfil, and multiple audiences to serve, 
these organisations find it easier to measure some aspects of their work than 
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others. This creates a puzzle as to what aspects are more difficult to measure 
and why and what consequences could this imbalance potentially lead to.  
To answer this question, Bourdieu’s study on cultural production field 
provides a useful distinction between restricted cultural production and 
large-scale cultural production. Bourdieu distinguished between 
organisations, which engaged in either field and as a result have different 
level of autonomy and space to define their own performance criteria. 
However, in this special public sector that this thesis examines, the 
professions are dominated by the logic of their profession while at the same 
time function as public service units. This resulted in them being embedded 
in different fields at the same time. (For example, visitor attraction and 
commercial activities can be regarded as large-scale production while the 
highly specialised professional work can be regarded as restricted cultural 
production.) With the insight of Bourdieu’s work (DiMaggio 1979; Emirbayer 
& Johnson 2008; Friedland 2009), the response to the question that initiated 
the empirical investigation is  negative. 
From this perspective, it is understandable that these organisations 
encounter difficulties when attempting to measure all their activities under a 
unified strategic framework. Thus, conclusion is drawn that, some parts of 
scientific and cultural organisations cannot be made to measure to the 
satisfaction of both professionals and external stakeholders because some 
activities are not appropriate to external evaluation. Professional code of 
conduct and trust play the role of quality control in these instances. As to the 
reluctance of the professionals, it can be understood as an act to protect the 
autonomy and power of the field they are embedded in. Professionals are 
naturally reluctant to such measurement activities as they see this as an act of 
undermining their work.  
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Chapter six to nine follow up on the investigation of such organisations as 
multiple professional groups working in different fields and adopt one 
branch of the latest development in institutional theory literature 
(institutional logics perspective) as the main theoretical lens to tease out the 
micro dynamics in the process of developing and implementing a new 
performance management system in the Royal Botanic Garden Edinburgh. 
Multiple data sources were used which include participatory observation, 
documents, interviews etc. 
Institutional logics perspective is chosen as a theoretical lens to make sense 
of the different behaviour and value systems of different professions. Taking 
a procedural perspective, this chapter conceptualises the case organisation as 
an organisation of institutional complexity where different divisions act as 
distinctive work groups with different institutional logics. Different 
institutional logics prescribe different ways of thinking and acting. As a 
result, the implementation of performance management and management 
accounting changes are interpreted differently across divisions. They 
interpret the changes through their extant logics and reacted differently 
accordingly. This caused unintended disturbance and instability. The 
professionals dominated by different logics have worked together as one 
organisation for a long while; however, the new system and new practices 
implemented caused friction between divisions.  
Overtime, the system was recognised by the external stakeholders and was 
regarded as a valuable innovation. The ‘success’ of the innovation led to the 
rise of managerial logic and the system, which was designed as a tool 
facilitating the coordination and efficient operation, became an end in itself 
to be maintained. During the change process, the use of graph and charts in 
facilitating visual representation of the organisation was useful and 
important in securing buy-in from various parties of the organisation. 
Specifically, the visuals hide the institutional complexity and possible 
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conflict and portray the organisation as a homogeneous entity rather than 
‘many things to many people’. Chapter eight argues that the skill of using 
visuals to frame changes is an important part of the repertoire of institutional 
entrepreneurship when initiating and promoting changes. Accounting, as 
part of the institutional entrepreneurship, promotes changes by constantly 
being present, compared to other sources of changes which can be absent to 
organisation members.  
During the field work in the RBGE, the way the organisation managed and 
coped with the external pressure led to emotional responses from 
professionals such as scientists, horticulturists. This observation led to the 
next stage of the empirical enquiry of the role of emotions processes in the 
institutional change processes. Rather than assuming that all parties are 
informed and making rational decisions, when facing a technical innovation 
such as new accounting system, only some people are more technically 
capable to challenge the rationale of the changes. Majority of the 
organisational members are responding in an emotional way to a presumed 
rational adoption by the senior management. 
Chapter nine employs the method of a field survey in several scientific and 
cultural organisations dominated by prevailing professional logic and 
explores how these organisations cope with the pressure of adopting new 
managerial techniques. This chapter focuses on what impact these changes 
have had on the life of professionals especially their attachment to their work 
groups and their attachment to professional logic. It is found that through 
the setting up of special work group, these organisations delegated the task 
of performance management to several individuals (from one to five) as a 
way to shelter the rest of the organisation from the institutional pressure in 
adopting managerial techniques (so that life can go on as normal). 
Conceptually, to these organisations, the task of performance management 
was first and foremost, deemed separable from the core work activities and 
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therefore, using the specialist work groups could buffer the rest of the 
organisations from the performance management activities. However, the 
specialist work groups had the potential to colonise the rest of the 
organisation rather than just acting as buffer. Their special skill such as 
translation between different types of discourses (the political, the business-
like and the professional) enabled them to become indispensable to the 
organisation. With the special position that these special work group and 
their special resources and skills, they could gain legitimacy and resources to 
facilitate their colonisation. Their unique position between two fields (that of 
the organisations and that of the government), their expertise in two distinct 
discourses of the two institutional logics (one used inside the organisation to 
facilitate a professional logic and one used externally to facilitate 
performance logic) gives them great potential to initiate real institutional 
change beyond that of facilitating de-coupling.  
10.2 Theoretical Contributions 
This thesis has contributed to several domains of research theoretically, 
which include institutional theory, organisation studies, public management 
and management accounting research. In this section, I will discuss these 
theoretical contributions in detail. 
10.2.1 Cross-level institutional change  
Institutional theory - the main theoretical lens of the thesis – has been one of 
the major branches of theoretical development in organisation studies. 
Recently, three new developments (institutional logics perspective, 
institutional entrepreneurship and institutional work) are taking institutional 
theory forward and over the embedded agency dilemma. The main 
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theoretical framework adopted in this thesis is that of the institutional logics 
perspective.  
Institutional logics perspective provides a theoretical framing on a macro 
societal level. It is conceptualised that there are seven basic institutional 
orders that inform behaviour (Thornton et al. 2012). Though, it is claimed to 
be a cross –level theoretical framework to analyse institutional and 
organisational changes, there have been few empirical studies addressing 
cross-level institutional changes (except Smets et al., 2012).  
This thesis starts from a macro-level societal ideological shift in one sector, 
which leads to the changes in micro-level practices. Accounting, acting as a 
tool for change, connects the macro to the micro. Rather than merely adding 
another layer of accounting practice on top of exiting professional practices, 
existing practices change as a result of the accounting practices.  
Institutional logic combines the symbolic and material manifestations of 
institutions and places the emphasis on heterogeneity rather than 
homogeneity, which was emphasised by earlier institutional developments. 
In chapter three, major institutional logics at play in the field of scientific and 
cultural organisations are identified. In chapter four, using a longitudinal in-
depth case study, different institutional logics prescribe different behaviour 
to different professionals. The interplay between different institutional logics 
is highlighted by the use of accounting as a media. Different logics prescribe 
different responses to the same accounting change and as a result, 
accounting also shapes the extant logics in place. Accounting therefore, is 
powerful in the way it shapes and changes existing institutional 
arrangements. 
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10.2.2 New Level of institutional investigation 
Institutional analysis has long been focusing on different levels of society. 
Normally, societal level, organisational level and individual level are the 
most often attended to levels of investigation. This thesis proposes a new 
level of analysis, which could potentially link the institutional theory 
literature better to accountability and professionalism literature – group level 
analysis. Certain organisations, like the ones investigated in this thesis, are 
made up of distinctive yet collaborating groups of professionals who are 
embedded in different institutional orders and are governed differently 
under different performance criteria either internal or external to the 
professions.  
In particular, this level of analysis enables the exploration of other forces 
within the institutional framework. For example, rather than assuming an 
organisation is the unit of analysis, a group level analysis offers more 
nuanced account of how, for example, visual devices such as balanced 
scorecard, influence the change process and how they influence institutional 
complexity. They portray certain images of the organisation that are not 
perfect but are perceived as ‘true representation’ and a fact by different 
groups of users which in turn influence institutional change by making 
accounting more easily ‘taken for granted’.  
This level of analysis also adds dimension of emotion processes to the 
institutional analysis. By exploring the different level of emotional 
attachment different professional groups have to certain groups and the 
institutional orders they subscribe, further micro dynamics can be brought 
into institutional analysis, which was not possible before. Chapter five 
illustrate the emotional dimension on a group level is also a crucial factor in 
the process of institutional change.  
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By conceptualising institutional changes at a group level, researchers can 
tease out the dynamics in-between the organisational level and the 
individual level and search for group patterns, which could be significant to 
developing accounting and institutional theories.  
10.2.3 Enriching Existing Institutional Concepts 
Although more recent concepts of institutional theory have been adopted to 
inform this empirical analysis, earlier concepts remain highly relevant and 
are still attracting much research effort.  
Legitimacy is important resource to the survival of an organisation (Meyer & 
Rowan 1977) and this is one of the most important reasons for the adoption 
of new accounting systems/techniques identified by prior research. It is 
confirmed in the case study of RBGE that legitimacy remains one of the most 
important motivation and concerns for organisations, especially the senior 
management. However, symbolic adoption could help gain legitimacy just 
like actual adoption. Therefore, it is helpful to consider legitimacy together 
with other concepts such as decoupling. Many research papers have 
addressed the concept of decoupling both in organisation studies as well as 
accounting. However, most research identify the factors that trigger 
decoupling rather than examining the process of how decoupling/coupling 
unfolds over time. Chapter four of the thesis examine the change process and 
find that decoupling could be triggered and erased over time depending on 
the factors such as leadership, commitment and change in ideology. This 
finding also reveals that institutional pressure has an impact far greater than 
mere triggering organisational response and change; it can also lead to 
fundamental changes in ideology or dominant institutional logic. Also, by 
examining different divisions with different dominant institutional logic, it is 
suggested that it is more helpful to conceptualise institutional pressure 
‘running through’ the organisation rather than simply ‘squeezing’ from the 
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outside. For example, different professionals experience institutional 
pressure from their funding bodies as well as their own professional 
community therefore, the traditional way of looking at institutional 
environment as merely external can no longer realistically present the reach 
and depth of institutional impacts.  
Institutional theory has been informing management accounting research 
since the 1980s, neo-institutional sociology (those inspired by Meyer & 
Rowan 1997 and DiMaggio & Powell 1983) and old institutional economics 
(those inspired by Burns & Scapens 2000) being two most prominent strands.  
Rather than assuming that accounting facilitates rational decision making by 
providing superior information, institutional theories challenge this 
orthodox by putting accounting in its organisational and social context. 
However, no theory is perfect and institutional theory has its difficulties. 
Among them, the paradox of embedded agency is the most important.  
This thesis adopts the recent developments in neo-institutional sociology, 
namely institutional logics perspective, institutional work and 
entrepreneurship that aim to deal with the paradox head on. Rather than 
inheriting the iron cage of neo-institutional sociology perspective, these new 
developments start from how institutions condition the individuals’ 
cognitive and therefore impact their actions. This way, individuals are not 
denied of their agency. In special circumstances when an individual is 
located in a location in institutional field and equipped with certain 
expertise, he/she could become an institutional entrepreneur who initiate 
and see institutional changes through. From a more micro perspective, 
actions that disrupt, maintain or create institutions can be analysed under the 
institutional work perspective when institutional changes are collective effort 
instead of that of a few individuals.   
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10.2.4 Enriching Institutional Theory Macro Level Complexity 
Institutional theory provides a hierarchical understanding of the social 
world: macro institutions shape micro actions and at the same time micro 
actions reinforces and changes macro institutions (Thornton et al. 2012). 
However, little is known about how different institutions can be compatible 
in shaping organisational and individual behaviour. Recently, organisation 
studies scholars have proposed various frameworks to further conceptualise 
institutional complexity. Besharov & Smith (2014) propose a two by two 
matrix with centrality and compatibility as dimensions to examine different 
types of institutional multiplicity. They treat institutional logics as something 
rigid and stable as if they are entities with clear boundaries. This thesis 
shows that institutional logics are much more fluid in reality. Take RBGE as 
an example, it is impossible to assert what professional logic, governance 
logic and managerial logic are for the organisation and how compatible they 
are. Rather, the logics themselves evolve over time. Some scientists took on 
practices prescribed by managerial logic despite being embedded in 
professional logic (logic of science). And in the current climate of NPM, the 
discourse of governance logic is growing more similar to that of the 
managerial logic.  
To further the theorisation on institutional multiplicity, this thesis proposes 
revisiting Bourdieu’s concept of field. Bourdieu’s conception of field has 
always been fluid and it is impossible to draw boundaries on field or 
institutions which dominate fields (Friedland 2009). By taking on a fluid 
view of institutional fields, it is possible to see how institutional logics in 
certain fields evolve and change over time.  
Previous institutional research treated institutional environments like 
Russian dolls - the macro contains the meso and the meso contains the micro 
(e.g. Dillard et al. 2004; Hopper & Major 2007).  This conceptualisation has 
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proven to be useful when the institutional environment is simple and 
organisations are dominated by one prevailing institutional logic. However, 
this conceptualisation is insufficient when applied in empirical contexts 
characterised by multiple prevailing institutions, such as this thesis. These 
institutions overlap, co-exist, compete and evolve together over time. For 
Bourdieu, every field is in a constant flux (DiMaggio 1979). By revisiting 
Bourdieu’s conceptualisation, we can bring the dynamism back into 
institutional thinking. 
10.2.5 Micro Foundation of Institutional Theory  
Adding to the existing work on institutional change, emotional factors are 
important yet under-developed in institutional theory (Voronov & Vince 
2012; Croft et al. 2014).  Chapter nine provides a possible angle to investigate 
emotional processes as potential institutional work. When individuals 
experience frustration and disappointment in organisational, basic 
assumptions of work groups are violated which can lead to the disruption of 
institutional arrangements. Professional group members are found to 
disinvest in professional logic when feeling frustrated and let down by their 
group leaders. When this happens, according to Bion (1961) a functional 
work group becomes a basic assumption group, thus leading to 
dysfunctional consequences and one of these consequences is institutional 
disinvestment and institutional change. Borrowing from psychoanalysis, 
especially Bion’s work, group level emotional processes can be explicated 
and the emotional aspect can add to institutional theorising.  
By examining group emotional processes, in particular, how individual 
emotional processes play out in group dynamics, individuals are recognised 
to be influence by the groups they are in and in turn shape the group 
dynamics. Accounting practices as organisational and institutional practice 
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(Chapman et al. 2009b) can influence such group dynamics which have 
profound impact on individuals’ work life.  
This thesis further speculates that emotional processes can have a greater 
role to play in traditional professionals’ work life, especially when 
individuals are heavily invested in their professional training and 
professional identity. However, this thesis could not explore this further due 
to the limitation of time and resources. The data set did not provide 
sufficient evidence to substantiate this speculation.  
10.2.6 Visual Framing and Institutional Change 
Chapter eight touches upon the visual power of accounting inscriptions and 
how this can play to the advantage of institutional entrepreneur. As part of 
the institutional entrepreneur’s repertoire, the ability to frame changes using 
visual devices and accounting inscriptions can help to initiate and promote 
changes. Therefore, it is argued that acknowledging the visual elements in 
institutional changes and recognising their role and power in the change 
processes can help developing the mechanisms of institutional changes 
(Quattrone 2009; Latour 1986; Meyer et al. 2013). Accounting practices rely 
heavily on visual representations and various carefully designed devices. 
These visual devices play an important role in promoting institutional 
change as shown in the case study of RBGE. The BSC was welcome and 
ultimately institutionalised, to a large extent, because of its visual 
representation of the organisation.  
Due to the limited scope and resources of this thesis, visual factors cannot be 
further and better theorised with the data collected. However, their 
importance was evidenced in the research process.  
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10.2.4 Accounting Reforms and Changes 
Public management literature has long documented the resistance and 
difficulties during public sector reforms through accounting changes. This 
thesis offers a new perspective to look at the reform efforts. By 
conceptualising public sector professionals as different groups dominated by 
different institutional logics, it changes a two-sided (government and 
organisations) issue into a multi-sided issue (groups with different 
institutional logics). Rather than examining ‘resistance’, it is more helpful to 
examine the different causes of different types of resistance. For instance, for 
professional working in the scientific and cultural organisations such as 
scientists and artists, the cause for reluctance in adopting managerial changes 
is mainly the conflicting ideology. They do not believe the best way to 
deliver a service to a public is through the increasing use of managerialistic 
measures and techniques.  
Different from organisations which operate in largely one field, such as the 
private sector which prioritise commercial/business logic, also different from 
public sector organisations which operate to serve one major objective, such 
as health service and education, the scientific and cultural organisations 
investigated in this thesis often serve multiple objectives which cannot be 
easily prioritised. Chapter five has shown that pushing these organisations to 
measure their activities could lead to dysfunctional behaviour and 
unintended consequences. Chapter six to eight provides a longitudinal view 
of why and how these changes unfold in one such organisation and how this 
process is shaped by multiple rather than single logic. Chapter nine provides 
new perspective on the intra-organisational group level dynamics and the 
role of subconscious and emotional factors in public management and 
accounting changes. These angles provide new directions for future research 
and enrich the existing literature on public sector reform especially those 
involving accounting changes and multiple institutional logics.  
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10.3 Practical Contributions 
10.3.1 For Managers 
For managers who aim to sidestep institutional pressure by decoupling, my 
research offers a cautionary reminder that besides intentional institutional 
work, emotions could also lead to institutional change, if not more 
effectively. Chapter nine offers insights into organisations using specialist 
work group to ‘decouple’ the rest of the organisation from engaging in actual 
changes. However, change still happens.  
For managers who want to ensure actual compliance, it is worth noticing the 
power of visual representations and the use of visual framing techniques in 
initiating and promoting changes. By creating a constant presence of change 
(like the case in RBGE), the chance of initiating a conversation with 
organisational members increase significantly, this could lead the 
organisation onto the path of change.  
10.3.2 For Policy Makers 
For policy makers who seek to influence behaviour of organisations, it is 
worth investigating where, when and why variations of practice might occur. 
Rather than assuming all professionals react and behave the same, it is more 
helpful to conceptualise them being dominated by different institutional 
logics specific to their contexts. Accountability has different meaning to 
different groups of professionals dominated by different institutional logics. 
By influencing the composition or how institutional logics are mixed in each 
specific context, it is more likely that future policy could shape the behaviour 
of professionals and organisations in a more direct and effective manner. 
This approach could also improve the adoption and implementation of 
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innovations more effectively by teasing out the micro dynamics on group 
level and individual level.  
Another important lesson from the attempt of studying a number of 
organisations grouped together by the government under one label 
(Executive NDPBs) is the significant diversity and the impossibility to 
govern all these organisations with one system of performance 
measurement. In Chapter five, the survey of the field of NDPBs revealed that 
regarding the performance criteria, there are two orientations: internal and 
external. Corresponding with Bourdieu’s concept of restricted cultural 
production, large-scale cultural productive activities (such as visitor 
numbers, number of books checked out, number of complaints etc.) are 
easily measurable in quantifiable performance measures. However, different 
professional fields have different degree of autonomy regarding the 
capability of defining their own performance criteria. Organisations (such as 
the libraries, galleries, botanic gardens and museums) are led by highly 
trained and experienced professionals and their performance criteria are 
more intrinsic to the profession and the standards that the professionals 
accord to themselves. It is important to recognise the differences between the 
natures of different fields. 
Therefore, to get more comprehensive view, it is helpful to perceive the 
public sector organisations as individuals rather than imposing private sector 
management techniques to make public sector organisation behave more like 
private sector. Recognising the various logics and ways of thinking and 
doing can therefore enable the policy maker to make better sense of the real 
causes of resistance and the emotional and moral side-effects these initiatives 
and reforms could lead to. For example, this thesis has provided a 
comprehensive view of the cultural and scientific organisations in the public 
sector scene and highlighted the role of professional logic and its interaction 
with performance logic and management accounting techniques. To protect 
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professional autonomy and territory, professionals’ behaviour departs from 
the rational individual assumptions most management theories implicitly 
impose.  
10.4 Limitations of the Study 
This study focuses on scientific and cultural organisations in the Scottish 
public sector and uses a single intensive case study and a subsequent field 
survey. Due to limited time and other resources, this research design 
inevitability leads to limitations.  
Firstly, the findings of the study might be skewed to those more proactive 
organisations sampled in this study. As the starting point of the snowballing 
data collection is a workshop held back in November 2013 with voluntary 
participation. Organisations included in the field might be more positive and 
active in conducting new performance management practices than other 
organisations in the public sector. However, a general impression is that 
these organisations are not abnormal among their peers. And their 
experience of the performance management changes are representative of the 
situations in scientific and cultural organisations if not more broadly.  
Secondly, the study of institutions and institutional logics can be a much 
broader scope than the current study. However, institutional changes are 
subtle and sometimes much less visible. The time scale of the observation 
and subsequent data collect only spans five years which might be too short 
for fundamental institutional changes to manifest. However, the reliance on 
observation data rather than interview data in the intensive case study in 
RBGE allowed the researcher to be immersed in the field of research on a 
long-time basis. Observations on actors’ behaviour and the organisations’ 
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attitudes changes are direct evidence in support of the institutional changes 
claim.  
Thirdly, the data collected and used for analysis might be skewed and biased 
more toward senior level of the organisations investigated. Because access to 
detailed and lower level everyday activities requires a much higher level of 
access and much longer period of exposure in the case organisations. Due to 
the limitation on time and budget, only one intensive case study was 
achieved in the Royal Botanic Garden Edinburgh (RBGE). Other 
organisations were surveyed and interviewed without prolonged period of 
observation or immersion in the field.  
Fourthly, although generalisability is not traditionally a major concern for 
qualitative studies, by offering a micro level longitudinal case study as well 
as a field level survey, this study employs a cross-level perspective and 
certain findings could potentially be extended to other scientific and cultural 
organisations or more complex hybrid organisations (in institutional logics 
sense).  Caution should be exercised when generalising the findings to other 
types of complex hybrid organisations such as those in the private sector 
where members of staff generally have consensus as to the priority of 
market/commercial logic. 
10.5 Suggestions for Future Research 
Future research can continue this line of enquiry informed by institutional 
logics perspective and other recent development in the institutional theory 
(such as institutional work) to investigate changes in other types of 
organisations to extend the conclusions made in this thesis about scientific 
and cultural organisations. Particularly, management accounting research is 
rooted in the practice, which provides an excellent micro angle to the 
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institutional analysis which is often macro oriented. It has been shown that 
cross-level studies can enrich both management accounting and organisation 
studies theories as well as practice. 
Secondly, from the perspective of public sector reforms, it is vital to revisit 
what accountability means to different actors embedded in different 
institutional logics. What counts as accountable behaviour, therefore, 
changes across institutions as well as groups of professions? And how does 
different modes of accountability co-exist and how can this change over time 
be fruitfully studied? 
Professionalism is another potential direction for future investigation. The 
studies of professions in accounting research often centre on the accounting 
profession and very little has been done on the effects of accounting practices 
have on other professions (except the literature on hybrid medical 
professionals). This research has shown that accounting has a much further 
reach than previously illustrated in accounting literature. Some professions 
such as that of curators, scientists, librarians, artists are being influenced and 
their working behaviour changed by accounting practices in the trend of 
public sector reforms. It is worth further research effort to investigate the 
impact and consequences of such influences of accounting.   
Another further research avenue is on the special organisational forms such 
as those investigated in this thesis. Social enterprises are popular in 
organisations studies recently and their special organisational and 
governance form is of particular interest. The scientific and cultural 
organisations investigated here is equally interesting, if not more in those 
aspects. Further studies could look into the governance structure of such 
organisations and how best to resolve the conflicts that originate from their 
multiplicity in institutional orders, strategic objectives, professions, practices, 
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identities and how this multiplicity can be made possible and maintained as 
a unity of that of an organisation.  
10.6 Concluding Remarks 
This final chapter has provided an overview of the study and discussed the 
theoretical and practical contributions on offer. This thesis investigates how 
institutional change unfolds from different angles (both macro and micro). 
During such institutional change, accounting plays an important role of a 
practice, of a media, of an ideology, of a way to perceive change, a tool and 
when out of hand, a master.  
There is a danger for accounting to become an end in itself or something else 
it has never intended to be. Just like the Spanish proverb at the beginning of 
chapter six states: ‘more grows in the garden, and then the gardener knows 
he was planted.’ 
It is my hope that accounting does not become the ‘more’ and we, the 
gardener.  
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